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ABSTRACT
The fundamental purpose of this study was to describe 
the occupational ethos of Executive Directors of State 
Councils on Vocational Education. As the literature 
concerning education-related occupational ethos is sparse, 
the study was an effort to contribute to the literature 
and to provide an understanding of the occupation of 
Executive Director of State Councils on Vocational 
Education. The description of the ethos was derived from 
two significant viewpoints— orientations and sentiments 
exhibited by the executive directors.
Collection of data for this study was accomplished 
through two means. The first method involved elite 
interviewing of a sample of 15 current executive directors 
to secure their personal characterizations of their work. 
The second phase involved administration of a survey sent 
to the entire population of directors. The survey was 
designed to provide data on the structures of occupational 
recruitment, socialization and reward. Forty-seven 
executive directors responded to the survey.
The analysis of job recruitment, socialization and 
reward was aimed at determining orientations that emerged 
from common themes. Certain attracting aspects of the job 
were found to influence the recruitment of its potential 
members. Entry into the position was also found to be
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facilitated by several common factors. Findings showed 
that the occupational socialization of directors occurs in 
two distinct realms— formal training programs and on-the- 
job experience. Certain non-monetary rewards were found 
to be significant factors to the work of executive 
directors.
The subsequent analysis concerned executive direc­
tors' descriptions of their day-to-day work to determine 
sentiments held towards this work. Common characteristics 
were observed relative to the tasks and roles of executive 
directors. Their portrayal of needed job skills, knowl­
edge and attributes was further studied for identifying 
themes. The methods of job assessment and indications of 
job satisfaction as described by the directors provided 
additional insight into the meanings executive directors 
attach to their work.
The final phase involved synthesizing these orienta­
tions, meanings and sentiments to describe the basic 
elements of the ethos. Two major themes, those of job 
efficacy and pluralism, emerged from this synthesis of 
findings.
CHAPTER I
THE RESEARCH PROBLEM 
Introduction
The fundamental purpose of this study is to describe 
the occupational ethos of Executive Directors of State 
Councils on Vocational Education. Since the literature is 
sparse in regard to research pertaining to educational 
occupational ethos, this is an effort to contribute to the 
literature and provide a better understanding of the role 
of Executive Director of State Councils on Vocational 
Education.
State Councils on Vocational Education and their 
executive directors were created in the 1968 Vocational 
Education Amendments. The United States Congress created 
state councils to provide greater private sector and 
general public involvement in the overall vocational 
education process. Congress did not believe that the 
"vested interest groups," particularly the state education 
bureaucracy, were responsive enough to the total concerns 
of all persons and groups, particularly the disadvantaged 
and the handicapped.
Congress specified and mandated that State Councils, 
composed of business, industry, labor, and the general 
public, be involved in the state plan process for
vocational education. Through this involvement, the State 
Council became a voice for many who had been excluded 
previously from the education process.
Executive Directors of State Councils on Vocational 
Education perform a myriad of activities and have numerous 
responsibilities. They impact policy on vocational 
education in each state by working with governors, state 
legislatures, state boards of education, business, 
industry, labor, and others. Their work ranges from 
conducting public hearings on vocational education to 
publishing pertinent research reports which may affect the 
policies and regulations of vocational education at the 
federal, state, and local levels. Their councils are 
comprised of important private sector business, industry, 
and labor leaders who may help in the "advocacy" efforts 
of state councils. Executive Directors of State Councils 
on Vocational Education have the potential opportunity to 
play a "catalyst" role in promoting progress and 
improvement in vocational education.
For those who administer education organizations and 
those who study education administration, much work 
remains in providing insightful description of this 
occupation. Wolcott's (19 73) ethnography of the human 
social behavior of an elementary school principal is an 
example of such an undertaking. His work portrayed the 
human aspect of elementary school administration. It was
3a thorough description of an individual and his/her work
as Wolcott stated:
The body of literature in the whole field of 
anthropology and education is not extensive and 
anthropologists who have turned their efforts to 
the study of our formal system of education have 
only rarely addressed more than passing atten­
tion to school administration. This lacuna in 
the literature provided tacit encouragement for 
pursuing the present exploration as a relatively 
untapped approach to understanding and analyzing 
the human tasks in education administration 
(p.xiii).
Background to the Problem 
In his book, Schoolteacher— A Sociological Study, 
Lortie (1975) states that: "... despite their pivotal
role, public schools have received relatively little 
sociological study. Schooling is long on prescription, 
short on description. That is nowhere more evident than 
in the case of the two million persons who teach in public 
school" (p. vii). Lortie indicates, with regard to school 
teachers, although there are numerous books and articles 
providing information to the teacher on how they should 
behave, empirical studies of teaching work and outlook are 
few.
Ogawa (1979) and McCullough (1983) followed Lortie 
with ethos studies on school superintendents and prin­
cipals. Both Ogawa and McCullough, as well as the present 
study, borrowed from Lortie to define the ethos of a 
profession. The ethos of a profession was defined by 
Lortie (1975) as follows:
Those general inclinations to act in a particu­
lar way which are shared by members of a
4profession as indicated in: 1. The attitudes
expressed by members of a profession towards and 
resulting from their profession recruitment and 
socialization processes and reward structures, 
and 2. The perceptions and attitudes expressed 
by members of a profession towards their
day-to-day work.
Ogawa goes further than Lortie in his definition by 
suggesting that ethos might be defined as a culturally 
standardized system of emotions which give meaning to 
things, a meaning which serves as a basis for occupation 
members' actions. Ogawa posited this additional defini­
tion in light of Blumer's (1969) notion of "symbolic 
interaction," a notion based on the following three prem­
ises about the foundations of social behavior:
1. Human beings act toward things on the basis of
the meanings things have for them.
2. The meaning of such things is derived from, or
arises out of, the social interaction one has 
with others.
3. These meanings are handled in, and modified 
through, an interpretive process used by the 
person in dealing with the things he encounters, 
(p. 24)
Ogawa (1979), in his study, also refers to Hall's 
(1969) definition of an occupation as "the social role 
performed by adult members of society that directly and/or 
indirectly yields social and financial consequences and 
that constitutes a major focus in the life of an adult" 
(pp. 5-6).
McCullough (1983), in his study, refers to the 
Dictionary of Behavioral Sciences which discusses ethos in
terms of "characteristic outlooks" and "predominant
5dispositions" among members of groups. Ethos is broadly 
defined therein as: the underlying feeling or spirit
associated with a particular outlook of life.
McCullough refers to the concern expressed by 
Charters (1976), Biddle (1976), and Ogawa as to the possi­
ble lack of specificity in Lortie's (1975) definition. 
But, as found in Ogawa's writings, Ogawa does concede a 
specified definition of ethos is implied in Lortie's 
approach. It seems then, that from those who have 
analyzed the work of Lortie, that it "provides a degree of 
clarity" on what he means by occupational ethos. 
McCullough posits that this clarity is reflected in his 
analysis and conclusions relative to teachers' orienta­
tions and sentiments.
Lortie approaches occupational ethos from two impor­
tant viewpoints —  orientations and sentiments. He notes 
that these orientations involve the attitudes teachers 
express and the meanings they attach to "major processes 
of occupational perpetuation," that is: recruitment,
socialization, and the distribution of career rewards. To 
Lortie, the sentiments relate to attitudes toward "every­
day tasks." His emphasis is on the meanings people give 
to their tasks and the sentiments they generate while 
carrying them out. He has suggested that with school­
teachers a unique, integrated ethos exists. The search 
for this ethos was the "unifying theme" of Lortie's book,
as well as of the Ogawa (1979) study, the McCullough 
(1983) study, and this investigation.
Occupational Orientations
Noting a "tilt toward structural continuity," Lortie 
writes:
A focus on intellectual history concentrates 
attention on changes in curricula and peda­
gogical theory; emphasizing the preoccupation of 
successive eras leaves an impression of dynamism 
in matters of schooling. But when we center on 
structural aspects of the occupation the results 
are different; on that level one is impressed by 
the relative dominance of continuity. The range 
of such stabilities, moreover, is broad; it 
includes the disposition of authority, the 
status of teachers inside and outside the 
institution, the organization and nature of core 
tasks, the rate of technical change, and the 
conditions which surround entry to the work.
(p.22)
This author's approach was to analyze particular struc­
tures for themes which pointed to more general orienta­
tions resulting from those particular structures. Lortie 
notes this part of his approach to describing the class­
room teachers' ethos as follows: "It deals with recruit­
ment, socialization, and the distribution of rewards. In 
each instance, I related the ways these issues are 
resolved to their implications for orientations among 
teachers" (p. viii).
A basic supposition of Lortie is that occupations 
compete, consciously or not, for members, and there is 
supposedly a largely silent struggle between occupations 
as individuals choose among alternative lines of work. He 
goes further to suggest that it is less apparent, however,
that the way an occupation fits into the competitive 
recruitment system will affect its social composition and 
its inner life. In brief, there are attractors and 
facilitators, the first pertaining to monetary and psychic 
attractions with the second pertaining to an "eased entry" 
into the profession.
Ogawa (1979), in his study of school superintendents, 
described their occupational ethos using an analysis of 
the same three occupational structures as studied by 
Lortie: recruitment, socialization, and rewards.
McCullough (1983) points out that much of the 
literature in occupational sociology (Ritzer, 1972; 
Pavalko, 1971; Hughes, 1958) has focused on occupational 
characteristics such as those identified and discussed by 
Lortie.
Ogawa posits that:
Among these characteristics of occupations are 
several that appear to have direct bearing upon 
an occupation's ethos. Certainly, entry proces­
ses— recruitment, screening, and training—
affect occupation members' basic beliefs 
and feelings about their work. The types of 
commitment and sources of motivation which char­
acterize an occupation should suggest much about 
its ethos. And the nature of the theories upon 
which an,occupation operates will most certainly 
affect the way members of an occupation approach 
their work. (p. 10)
The idea of social structures as those social 
processes which maintain a system's existing form was 
disucssed by Scott (1970) in his Social Processes and 
Social Structures.
Therefore, one aspect of describing the occupational 
ethos of Executive Director of State Councils on 
Vocational Education involves the analysis of three occu­
pational structures: recruitment, socialization, and
rewards. This analysis is aimed at describing occupa­
tional orientations which could be expected to emerge from 
themes identified in these structures.
Occupational Sentiments 
Lortie (1975) has stated that:
People in a similar line of work are likely to
share at least some common thoughts and feelings 
about that work. Such convergence can arise 
from the diffusion of a subculture. On the 
other hand, it may derive from common responses 
to common contingencies. (p. 162)
Apparently, Lortie was pointing out, that whatever the
shared feelings, it is important to understand their
nature if we are to grasp the ethos of an occupation.
Blumer (1956), described the process by which humans
attach meaning to phenomena as a transactional one between
the individual mind and the stimulus. Blumer suggested
that this process is the essence of human life: "We can,
and I think must, look upon human life as chiefly as a
vast, interpretative process in which people singly and
collectively, guide themselves by defining the objects,
events, and situations which they encounter" (p. 683).
The following view of occupations was postulated by
Hughes (1958), in his volume of Men and Their Work:
But the trend towards large organizations and 
toward the bureaucratizing of careers does not
do away with the struggle of the individual to 
find a place and an identity in the world of
work or with the collective efforts of occu­
pations to exert control over the term of their
work with and for others. (p. 8)
Dubin (1979), postulated the idea of "central life 
interests" in regard to individuals coping with the de­
mands of life and society.
Meanings, and the possibility of realizing 
consistency in values, attitudes, and behavior 
is attained in the individual's life space by 
focusing on only a small segment of it, making 
that segment a central life interest. Where we 
invest our emotions, we are likely to develop a 
perceptual gestalt of order and consistency.
(p. 2)
If one assumes that being an Executive Director of a 
State Council on Vocational Education is a possible life 
interest for these individuals, then one could postulate 
from the writings of Dubin that they derive meanings from 
their work, and that they and others see the work world to 
possess some type of order.
McCullough (1983) , stated that superintendents or 
members of any occupational group could be expected to 
indicate the meanings and order they derive from their 
work by the way they describe what they do. This was the 
approach that Lortie (197 5) used to describe teacher 
ethos.
I will talk less about structure and more about 
meanings. The approach will be more phenomeno­
logical as we examine the tasks teachers perform 
and the ways they define them. I will pay 
particular attention to "cathected attitudes" —  
to the work sentiments among classroom teachers.
(p. 106)
Orientations and Sentiments as Ethos
The description of the occupational ethos of Execu­
tive Directors of State Councils on Vocational Education 
involves the same concept and strategy as taken by Lortie, 
Ogawa, and McCullough. The first step pertains to the 
examining of the three occupational structures of recruit­
ment, socialization, and rewards. This effort leads to 
the identification of themes which indicate more general 
orientations. The second step pertains to the analysis of 
executive directors' descriptions of their work, which is 
an effort to ascertain themes which indicate meanings and 
sentiments they attach to that work.
Ogawa in his work provided a chart to show his 
approach to the development of a description of the occu­
pational ethos of school superintendents. It has been 
modified in Figure 1 to depict the same approach to 
developing a description of the occupational ethos of the 
Executive Directors of State Councils on Vocational 
Education.
The chart has three distinct phases, with phase one 
analyzing the occupational structures of recruitment, 
socialization, and reward. Phase two pertains to analyz­
ing the work descriptions of executive directors and the 
themes which indicate meanings and sentiments they attach 
to their work. The third phase involves synthesizing 
orientations, meanings, and sentiments to describe the 
basic elements of the ethos.
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FIGURE 1
Approach to the Description of the Occupational
Ethos of Executive Directors
Phase I Phase II
Analyze occupational struc­
tures for themes which 
indicate orientations which 
they engender among occupa­
tion group members. The 
structures are:
1. Recruitment
2. Socialization
3. Reward
Analyze executive directors' 
descriptions of their work 
to identify themes which 
indicate meanings and 
sentiments they attach to 
that work.
Orientations Sentiments
Phase III
Synthesize orientations 
and sentiments to describe 
the basic elements of the 
ethos.
ETHOS
NOTE. Adapted from "A Descriptive Investigation of 
the Occupational Ethos of the School Superintendency" by 
Rodney T. Ogawa, Ph.D. dissertation, The Ohio State 
University, 1979, 14. Copyright 1979 by Rodney T. Ogawa. 
Reprinted by permission.
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Problem Statement 
The general problem addressed by this study is
stated as follows: what is the occupational ethos of the
Executive Director of State Councils on Vocational
Education? This problem is approached in terms of two 
basic conceptual frames:
1. The processes and structures which develop
and perpetuate the occupation, including 
the general orientations which emerge among 
occupation members; and
2. The meanings and sentiments executive
directors attach to their work.
Research Questions 
From this theoretical framework three general 
< research questions are developed associated with sub­
questions which focus the description of the ethos of 
executive directors. These general research questions and 
associated sub-questions are modified from McCullough 
(1983) and his treatment of the problem statement.
1. What attitudes do executive directors express 
toward those processes and structures which Lortie 
suggests perpetuate the occupation, and to what 
extent do their orientations toward their daily work 
reflect these processes and structures?
a. What basic characteristics exist in the 
recruitment of executive directors into the 
occupation?
(1) What tendencies and/or characteris­
tics of executive directors reflect the 
recruitment structures and processes?
(2) What attitudes do executive directors 
express towards the recruitment process 
through which they moved?
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b. What are the characteristics of the 
socialization processes undergone by executive 
directors?
(1) What general tendencies and charac­
teristics do executive directors express 
towards the socialization process through 
which they moved?
(a) To what extent do executive
directors view formal university 
training programs as useful in 
preparing for the directorship?
(b) To what extent do executive
directors view on-the-job experience 
as useful in developing skills 
necessary to the directorship?
(c) To what extent do executive 
directors view their experience in 
other positions in educational 
organizations as useful in preparing 
for the directorship?
(d) To what extent do executive
directors view the informal exchange 
of information among professional 
peers to be useful in developing 
skills for the directorship?
c. What is the reward structure for executive 
directors?
(1) What do executive directors view as 
rewarding about their professional work?
(2) How is the reward structure tied to 
career advancement?
(3) What general tendencies and
characteristics of executive directors 
reflect their occupation's reward 
structure?
d. What personal and professional aspirations 
do executive directors have?
2. What meanings and attitudes do executive 
directors connect to their day-to-day work?
a. What do executive directors see as their 
chief responsibilities?
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b. How do executive directors judge their 
professional performance?
c. What activities particularly provide 
executive directors with feelings of 
satisfaction?
d. What do executive directors view as the 
greatest impediments to their success?
e. To whom do executive directors turn for 
advice in making important decisions?
f. How do executive directors view their
relationships to the State Director of 
Vocational Education?
g. How do executive directors view their
relationship to other counterpart executive 
directors?
h. How do executive directors view their
relationship to the State Board of Education 
members?
i. To what extent are executive directors 
satisfied with their chosen occupation?
j. What skills and/or personal attributes do
executive directors view as most necessary to 
their success?
3. To what extent are the meanings and attitudes
that executive directors attach to their work 
congruent with their attitudes towards and resulting 
from the processes and structures that perpetuate 
the occupation?
Assumptions
To conduct this study, it is necessary to make the 
following assumptions.
1. The sample of executive directors who serve as
interview subjects is representative of the
total population of executive directors.
2. The interviewees' responses reflect their 
actual perceptions and attitudes.
3. The ethos of an occupation can be inferred from 
the basic themes which emerge in occupation 
members' characterization of their work.
4. The questions to which interview subjects 
respond do focus upon important aspects of the 
work and occupation of executive directors.
Significance of the Problem 
While numerous books and articles have been published 
in regard to education administration, and in particular 
concerning school principals and superintendents, there 
have been very few actual descriptions of educational 
administrators themselves. Cuban (1976) in his Urban 
School Chiefs Under Fire stated that there is little 
agreement of where the superintendency has come from, 
where it is moving, or even what its present nature is. 
Even though Cuban was referring specifically to school 
superintendents, this is symbolic of the scarcity of 
descriptive information in regards to educational 
administrative positions. Thus, a basic significance of 
this study is its contribution to the knowledge of 
administrative positions in general and of the Executive 
Directors of State Councils on Vocational Education in 
particular. The research is responsive to the comments by 
several who have studied educational organizations as to 
the need for more descriptive information about the 
diverse elements of those organizations (Lortie, 1975;
Weick, 1976; Wolcott, 1973.) Descriptive information on 
the executive directors should contribute to knowledge 
production about educational organizations and leadership 
theory.
Organization of Chapters
The findings which result from this investigation are 
presented in the following method.
Chapter Two is a presentation of the selected review 
of related literature. Emphasis is provided to those 
works which provide insights to the occupational struc­
tures and meanings of executive directors.
Chapter Three is the design of the study.
Chapter Four presents the findings with regard to the 
research questions addressed by this research. The 
occupational orientations derived from occupational 
structures and meanings are fully indicated.
Chapter Five presents a summary, conclusions, and 
recommendations. The themes are indicated for the 
orientations and sentiments.
CHAPTER II
SELECTED REVIEW OF LITERATURE 
The selected review of the literature is provided in 
two sections. The first part provides indications of 
ethos type or ethos-related research studies in various 
educational areas while the second part encompasses works 
and writings related to the work orientation and sentiment 
framework of Lortie.
Ethos-Related Research 
Due to the sparse nature of ethos studies in educa­
tion, it becomes necessary to focus on such previous works 
as Lortie, Ogawa, and McCullough. Previous educational 
administration writings, particularly on the principal- 
ship, such as Cox and Langfitt (1934), Jacobson et al. 
(1954, 1963), McCleary and Hencley (1965), Ovard (1966), 
and Lipham and Hoeh (1974), were mostly prescriptive writ­
ings and of a practical nature. As previously noted, 
Lortie's observation was that literature on public schools 
is "long on prescription and short on description" (p.vii).
The sparsity of literature on ethos studies in 
education is also reflected in the research efforts of 
Hemphill, Richards, and Peterson (1965), Mitchell and 
Hawley (1972), and Byrne, Hines, and McCleary (1978.)
These research studies provided characteristics of school 
principals but did not actually portray the ethos of
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principals. In the same context, in regard to ethos 
literature pertaining to executive directors, Dr. Michael 
Latta (1980) of the North Carolina State Council completed 
a brief study of the executive director, but only of 
certain general characteristics such as age, salary level, 
and not of the nature of the profession.
Base information for ethos studies of high school 
principals is found in the national survey of the National 
Association of Secondary School Principals (NASSP). This 
is invaluable descriptive data which provides someone a 
concrete base from which to develop an ethos study. There 
is no similar current data base for the study of executive 
directors. As there are very few empirically-based 
descriptions of the high school principal, there is very 
little in regard to executive directors. Even the 
national studies of the high school principal done by the 
NASSP (1965) in the words of McCullough, "lack detailed 
analysis and a conceptual framework" (p. 18).
One finds in researching descriptive information in 
regard to school superintendents that, "research on the 
superintendency has, for the most part, either been con­
cerned with the simple compilation of superficial and 
largely unconnected modal characteristics, or has only 
tangentially focused on describing school superintendents" 
(Ogawa, p. 22.) Ogawa referred to previous studies on the 
superintendency as "fragmentary insights."
Willower, in "School Superintendents on Their Work," 
tried to establish how superintendents feel about their 
work. It was an effort to "get a sense of high points and 
low ones, of the triumphs and regrets, and of the satis­
factions and frustrations that mark the work of superin­
tendents as expressed by the job holders themselves." 
Willower employed the telephone interview technique to 
gather his data. Questions were mostly of a general open 
ended nature such as, what do you like and not like about 
your work? Willower basically summarized his findings by 
saying,
The empirical picture that emerged from the 
interviews was of 50 individuals dealing with a 
range of problems, irked by the paperwork 
demands of governmental agencies, feeling uneasy 
about not being closer to instruction and the 
classroom but proud of their accomplishments in 
that realm, caught up in the specifics of their 
work and viewing it through particularistic 
lenses, and feeling the pressures of the job but 
ready to do it over again if they could.
Willower in his work, "The Wisdom of the Elders: 
Retired Superintendents on Their Work," provides an 
additional glimpse at the work of the superintendent.
This work sought to determine "the recollections of 
retired superintendents about their work." For this 
study, Willower conducted personal interviews. The 
"clearest finding" was that most superintendents enjoyed 
their work, had good memories of the work, and did not 
"present themselves as beleaguered or defeated."
As Lortie discovered with teachers, Ogawa with 
superintendents, and McCullough with principals, scholars 
and researchers have mostly depicted these occupational 
groups as easily pictured or quantified. As Ogawa (1979) 
has observed about superintendents, "We know how old they 
are, how much they earn, where they were born and what 
jobs they have held, but we know little about how they are 
recruited, socialized and rewarded and know less about how 
they think about their work" (p. 35) .
Since there are no empirically-based descriptive 
studies of executive directors in the literature, one must 
focus on associated types of descriptive education admin­
istrative studies. An anthropological type that is worth 
noting is the case study conducted by Wolcott in his work, 
The Man in the Principal's Office: An Ethnography (1973).
Wolcott's study was more of a situational and behavioral 
study. It was more of a day to day reporting of events 
and reactions than an occupational-focused description.
It was as much concerned with the person (principal) 
himself as anything else. Wolcott employed the use of 
certain criteria to aid in the search for his school 
principal research subject. After narrowing his choice to 
two subjects, Wolcott then turned to professional col­
leagues for their advice as to the best subject. In 
regard to the research activities by Wolcott with his 
elementary school principal, "I intended to pursue with 
him as his 'shadow,' maintaining a constant written record
of what I observed in behavior and conversation, attending 
formal and informal meetings and conferences, accompanying 
him in non-school settings, interviewing everybody, and 
with his permission, sifting through notes, records, and 
files" (p. 3). A profound outcome and realization of the 
ethnography was Wolcott's being at "cross-purposes" with 
his subject, Ed Bell. Wolcott's realization is that "his 
commitment was to resolve and thus to eliminate problems 
and, when possible, to prevent them from ever happening; 
mine was to search them out and to keep them constantly in 
mind in an effort to describe and to understand how 
principals behave."
Blumberg and Greenfield (1986) employed qualitative 
methodology in their attempt to examine school principals 
who "make a difference in their schools" (p. 3). Eight 
principals were involved in the study with most of the 
research centering on principals discussing their lives in 
school. This study, even as Blumberg and Greenfield 
admitted, was not an extensive investigation of school 
principals, particularly as related to other school 
principals. Their main criteria was in regard to reputa­
tion. Teachers and associates nominated for participation 
certain principals whom they thought were making a differ­
ence. The researchers admitted that this was not a broad 
based inquiry. Unstructured open ended interviews were 
used to gather the data. "Each principal was allowed to 
paint his or her own picture of the school world" (p. 6).
Each individual interview would be considered a "self 
portrait" as it was not the researcher's aim to compare 
one with another. They found that each principal had his 
own theory of how to be a principal. A main focus of 
inquiry related to the "emotional toxicity," (Levinson, 
1973). In other words, "we were interested in the some­
times subtle, sometimes blatant factors in the work-life 
of a school principal that seem to take a toll on his or 
her emotional well-being. In a sense, we inquired into 
the 'shady' side of their lives, one that rarely gets 
talked about publicly" (p. 7). As the researchers further 
indicated, "School pricipals seem rather continually to 
deal with one sort of conflict situation or another during 
the course of a day. Not all of them, of course, involve 
their own value system. But some do, and our suspicion 
was that, as we inquired into those that do, we would be 
rewarded by gaining a more finely honed insight into the 
demands involved in being a principal" (p. 7).
An additional anthropological type study, with a 
different twist, was Cusick's (1973) student view of the 
high school setting. The author devoted several months of 
study as a high school student, which provided some addi­
tional descriptive information. Cusick spent six months 
attending high school on a daily basis while also spending 
time outside of school with students. He compared what 
they did in school with what they did out of school.
Cusick intended the book for a dual audience, for those
who plan careers in public schools and who need a realis­
tic outlook on that environment, and for the ongoing 
professionals who need a better understanding of the 
school and the student point of view.
Cusick employed a field method used by anthro- 
pologists--participant observation. As Cusick put it,
"And so began a six month period during which I attended 
school each day, went to classes, ate in the cafeteria, 
hung around the halls, and took part in gym and other 
activities. I also attended athletic events, club and 
council meetings, and by the end of the second month, was 
regularly attending weekend activities and social events."
One of Cusick's biggest problems was that of accept­
ability. As Cusick said, "It was, after all, not my 
intent to become a member of an adolescent group in 
school." Cusick found that it was only a matter of weeks 
before his presence in places where students gathered was 
natural. Cusick said, "Throughout the study I found, like 
W.F. Whyte in Street Corner Society, that acceptance by 
the people I was studying depended on the personal 
relationship I developed far more than upon any 
explanation I might give."
Zeigler, Kehoe, and Reisman (1985) did a comparative 
research effort entitled, "City Managers and School 
Superintendents." The main focus of the work was to 
compare conflict management behavior of school superin­
tendents and city managers. The research was done on the
basis of belief that "systematic studies of conflict 
management in school districts should be comparative."
Such aspects as leadership, work autonomy, self 
regulation, reference to professional peers, and the 
importance of professional organizations were analyzed and 
compared. Other things that were analyzed were the degree 
to which they take stands on controversial issues, 
advocating policy changes, and involvement in legislative
i
activity.
Some of the data showed school systems being more 
removed from conflict than municipalities, a higher level 
of consensus at the school board level, more agreement 
with school board over role of chief executive than with 
city council, greater acceptance by school board of 
superintendent recommendations than by city manager and 
less actual public input into the educational process than 
in the city process.
Work Orientation and Sentiments 
Recruitment
Lortie found the profession of teaching not limited
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to certain people. Ogawa and McCullough found their 
recruitment structure to be secondary processes. 
Superintendents were former principals and teachers, and 
principals were former teachers.
From the literature, one finds in regard to recruit­
ment, Carlson's (1972) study of School Superintendents: 
Career and Performance. He said, "what is known is
sketchy and only begins to scratch the surface of the 
recruitment process" (p. 9).
Griffiths (1966) in The School Superintendent re­
searched students entering graduate schools of education 
and how it impacted superintendency recruitment, conclud­
ing that "such recruitment was practically non-existent. 
Practically all of the universities chose from among those 
who knock on the door. Almost all superintendents are 
self recruited" (p. 8).
Hodgkinson (1962), in his book, Education in Social 
and Cultural Perspectives, takes a sociological look at 
education. He discusses such topics as "cultural 
pluralism" and "social mobility." Hodgkinson makes the 
statement that, "most teachers possess little awareness of 
the insights into teaching which could be gained from 
knowledge of behavioral science research. On the other 
hand, most behavioral scientists are unaware of the real 
problems which the teachers face in the course of a 
typical day."
Socialization
Wolcott states in regard to school principals,
Complaints about formal graduate studies in 
'ed-admin' are legion among practicing school 
administrators. Their complaints provide them 
with a common bond regardless of differences in 
the region of the country in which they work, 
where they pursued their administrative courses, 
or the types of schools or districts to which 
they are presently assigned (p. 198).
Wolcott further indicates this contrast by depicting the
irony of principals who, "In their process of becoming
principals learn to eschew the formal system of education 
even as they come to realize that in their chosen career 
they can never escape its influence. At the same time, it 
is their steadfast belief in the importance of formal 
education for others that gives them their highest 
professional purpose" (p. 206).
Lortie also indicates that school teachers "are not 
strong defenders of the current level or kinds of pedagog­
ical instruction being offered. They are, in fact, crit­
ical of the preparation they received" (p. 68).
This is further delineated in a national study 
conducted by the National Education Association in 1966. 
Practice teaching was praised while practical courses in 
education were not. The two main negative indications of 
these types of feelings as expressed by Hermanowicz (1966) 
are "the intellectual content is thin and the courses are 
repetitive and boring." Ladd (1966) posits that the twin 
allegations, too theoretical and scant intellectual 
substance, seem to mean that professors of education 
inculcate high and difficult goals in students without 
providing the means for their achievement.
Mason (1961) in his research found that "practice 
teaching was valued by all types of beginning teachers and 
in all subgroups practice teaching was more valued than 
education courses" (p. 45). As Lortie has stated, 
"practice teaching has the texture of reality; it gives 
the student the distinct sense of movement toward his goal
—  teaching. The supervising teacher is concentrating not 
on an ideal state of affairs but on the how of teaching 
and his suggestions can be demonstrated" (p. 71).
In "The Other Side of the Principal: Norms and
Beliefs," Licata (1985) conducted research on the 
"informal grouping and interaction patterns between and 
among school principals in a small city/suburban school 
district." Licata looked at the occupational socializa­
tion of school administrators and "informal boundary 
spanning" (p. 190) . The researcher used unstructured 
interviews with follow up questions which involved 28 
principals in a school district. The principals came from 
different levels: elementary, middle, and high school.
Even a vocational school director and two principals of 
schools for emotionally disturbed children were included. 
Major findings showed the high school principals, middle 
school principals, and those at the special schools 
(emotionally disturbed) to be "guild-like" in nature, 
while those principals at the elementary schools tended to 
be "clan-like" in nature.
Reward
As Lortie, Ogawa, and McCullough have stated, the 
literature is not ripe with information as to what 
educators feel to be rewarding about their jobs. Even the 
NASSP surveys of high school principals in 1965 and 1977 
do not include pertinent descriptive information 
concerning the reward aspect. Data were presented in
terms of average salaries, job satisfaction, and job 
status.
As McCullough stated about his own research and that 
of Lortie and Ogawa, "As Lortie found with teachers and 
Ogawa discovered in searching the literature on the super­
intendency, scholars and researchers have for the most 
part described high school principals in terms of easily 
identified and/or quantified characteristics" (p. 40). As 
Ogawa stated it, "As with recruitment and socialization of 
superintendents, the literature does not deal with super­
intendents' perceptions of their occupational rewards or 
with the general, occupational orientations which result 
from the reward structure. Only a platitudinous descrip­
tion of advantages and survey levels for superintendents 
were uncovered" (p. 34) .
Robert E. Wilson (1960) in his work The Modern School 
Superintendent discussed the rewards of prestige, freedom 
of movement and decision, opportunities for leadership and 
the management function, and salary. Other factors than 
just salary seemed to be as important or more important. 
Lortie writes of teachers,
The organization of career rewards in teaching 
fosters a present-oriented rather than future- 
oriented point of view; those who intend to stay 
in the classroom have limited need to delay 
gratification in the hope of future gain. Few 
beginning teachers intend to stay very long, and 
the majority of teachers are women who have 
little interest in leaving the classroom for 
other work. Most teachers will therefore 
emphasize rewards they can earn in the present; 
this propensity affects the kinds of rewards 
which will matter to them" (p. 101).
Lortie posits that most teachers perceive the "primacy of
psychic rewards." Most teachers look at their work in
terms of service and using their talents where they can
make a difference. Teaching may have "ancillary" rewards,
for example, for married women, such as the teaching
schedule, which may be more important than any monetary
reward. As Lortie aptly states, "Fame and fortune are
rarely the lot of the classroom teacher" (p. 103).
Norton (1956) writing in the School Executive
concerning rewards of the secondary school principalship,
said "Ours is a profession of great scope and difficulty.
Probably no other calling involves more complex elements,
social, human, and technical. Only persons of sound
personality and superior preparations should enter this
calling which successfully practiced is as rewarding as it
is demanding" (p. 84).
Wolcott (1973) in his The Man in the Principal's
Office, writes of principals who believe their work to be
rewarding. The principals
lean toward one or the other of two different 
(but not necessarily antithetical) styles; those '
who create a mini-technology of their own or 
those who are attracted by the potential for 
human development and human interaction in an 
elementary school. The former, serve the 
bureaucracy with special sensitivity to the 
expectations of those superior to them in its 
hierarchy. The latter group work within the 
same institutional framework but find their 
purpose in a commitment to the promise of 
education and to the human aspects of the 
enterprise (p. 325).
Sentiment
Blumberg and Greenfield (1986) portrayed
the descriptors for principals as follows:
The organizer: a whirling dervish; the value-
based juggler: up front with kids interests;
the authentic helper: I am myself— and
comfortable about it; the broker: the low-key
service man who confronts; the humanist: the
name of the game is 'people plus follow 
through'; the catalyst: stirring the pot to 
create action; the rationalist: a new lady on
the hill; the politician: 'It really is a
political game, you know?' (pp. v-vi).
Martin and Willower (1981) employed "structural 
observation technique" in regard to research of five high 
school principals. Martin and Willower posited that the 
high school principal as a school manager, "demonstrates 
little concern for affairs external to the school organi­
zation. Their hectic work environment displayed several 
cyclic phenomena -- principals appeared to have command of 
their work situations."
In regard to teachers, Lortie says that, "if teachers 
cathect classrooms, it means that other settings and 
relationships have less importance for them" (p. 163). 
Lortie points out from his research of Dade County, 
Florida, teachers, "that when asked how they would choose 
to spend additional time, Dade County teachers overwhelm­
ingly selected activities related to classroom rather than 
schoolwide matters" (p. 164). As summarized by Lortie, 
"teachers strive to reach students" (p. 169) while 
executive directors may strive to reach pluralist groups
such as business, industry, and labor in order to 
accomplish something.
In the "The Manager's Job: Folklore and Fact,"
Mintzberg (1975) stresses the need for managers to better 
understand themselves and what their true occupational 
role really is. Mintzberg posits that most managers "will 
most likely tell you that he plans, organizes, coordin­
ates, and controls. Then watch what he does. Don't be 
surprised if you can't relate what you see to these four 
words." Mintzberg further points out that "when one looks 
at the few studies that have been done -- covering mana­
gerial positions from the President of the United States 
to street gang leaders -- the facts show that managers are 
not reflective, regulated workers, informed by the massive 
MIS systems, scientific, and professional. The evidence 
suggests that they play a complex, intertwined combination 
of interpersonal, information, and decisional roles."
Blumberg (1985) in The School Superintendent - Living 
with Conflict, writes of the conflict examination that he 
conducted as to the possible essential feature of the 
superintendents' role. His research was based on 25 
interviews of 25 superintendents, 24 men, and one woman, 
whose school districts varied widely in characteristics. 
These school districts were in the state of New York. One 
of the significant outcomes of the study was the problem 
posed to the spouses, with so many meetings in the
evenings. Part of the research even involved the 
interviewing of five of the wives of the superintendents.
Blumberg analyzed each interview to see what "themes" 
emerged. The main theme was "living with conflict." As 
Blumberg stated, "This is not a study of individuals but 
of an office and its role demand and what work seems to be 
like for people who hold that office."
In summary, the literature is sparse in terms of 
ethos and education occupations. The idea of ethos that 
was conceived of by Lortie, and carried forward by Ogawa 
and McCullough, appears very helpful in attempting to 
clarify and define the nature and meaning of educational 
occupations.
CHAPTER III
DESIGN OF THE STUDY 
Bogdan and Taylor (1975) define the term methodology 
as referring to the process, principles and procedures by 
which we approach problems and seek answers. To them, 
most debates over methods are debates over assumptions and 
goals, over theory and perspective. They posit that two 
major theoretical perspectives have dominated the social 
science scene. The two dominant perspectives are 
positivism and phenomenology.
Positivism is traced to Auguste Comte (1816) and 
Emile Durkheim (1938). Facts or causes of social 
phenomena are sought by the positivist with little concern 
for the subjective states of individuals. To the con­
trary, the phenomenologist is concerned with understanding 
the human condition from the person's own frame of refer­
ence. As Jack Douglas (1970) writes: "The forces that
move human beings, as human beings rather than simply as
human bodies --- are meaningful stuff. They are internal
ideas, feelings, and motives" (p. ix). In other words, 
the phenomenologist explores how the world is experienced, 
the important reality being what people imagine it to be.
As Bogdan and Taylor point out, the positivist 
searches for facts and causes through methods such as
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survey questionnaires, inventories, and demographic analy­
sis, which produce quantitative data and which allow him 
or her to statistically prove relationships between opera­
tionally defined variables. The phenomenologist, on the 
other hand, seeks understanding through such qualitative 
methods as participant observation, open-ended interview­
ing, and personal documents. These methods yield descrip­
tive data which enable the phenomenologist to see the 
world as subjects see it.
In other words, the phenomenologist views human 
behavior, what people say and do, as a product of how 
people interpret their world. Then, the main responsibil­
ity of the phenomenologist is to capture the process of 
interpretation. In the final analysis, the phenomenolo­
gist tries to view things from that person's point of 
reference. The design of this study is much in this 
tradition.
Data Collection
Collection of data for this study occurred in two 
phases. The first phase involved elite interviewing of a 
sample of executive directors to secure their personal 
characterizations of the executive directorship. The 
second phase involved survey administration, a survey of 
56 executive directors, which provided data on the three 
occupational structures -- recruitment, socialization, and 
rewards. The interviewing involved a 303 sample randomly 
selected. Fifteen executive directors were selected for
the interviews. These executive directors were selected 
by using a table of random numbers with states listed 
alphabetically.
Elite Interviews 
Phase one involved "elite" interviews with fifteen of 
the persons currently serving as executive directors. 
Dexter's (1970) term of an "elite" interview was described 
by him as:
An interview with any interviewee -- a stress 
should be placed on the word "any" -- who in 
terms of the current purposes of the interviewer 
is given special, non-standardized treatment.
By special, non-standardized treatment I mean
1. stressing the interviewee's definition of 
the situation,
2. encouraging the interviewee to structure 
the account of the situation,
3. letting the interviewee introduce to a 
considerable extent (an extent which will 
of course vary from project to project 
and interviewer to interviewer) his 
notions of what he regards as relevant, 
instead of relying upon the investigator's 
notions of relevance. (p. 5)
Previous ethos studies have used the "elite" inter­
view method. As to the reliability of the intensive 
interview, Dean and Whyte (1958) suggest: "The informant
statements represent merely the perception of the 
informant, filtered and modified by his cognitive and 
emotional reactions and reported through his personal 
verbal usages." Dean and Whyte also discuss the attitudes 
and sentiments expressed in the interview as "those which 
the informant was willing to articulate in that particular 
interview situation." An "interview guide" (Appendix A) 
has open ended questions which allow executive directors
to personally describe their work. The interview guide 
was developed with the assistance of information pre­
viously used by Ogawa (1979) and McCullough (1983) in 
their ethos research efforts. Voluntary tape recordings 
of interviews and written notes were taken at each inter­
view. Estimated length of each interview ranged from one 
hour to one hour and a half. The identity of each inter­
viewee was confidential and they were notified of that 
aspect prior to the interview process. The researcher 
personally conducted all interviews during June, 1986.
Survey Data
Kerlinger (1973) refers to survey research as that 
branch of social scientific research which "... studies 
large and small populations by selecting and studying 
samples chosen from the populations to discover the 
relative incidence, distribution, and interrelationships 
of sociological and psychological variables" (p. 410).
Survey research methods were used to acquire data on 
the three occupational structures of the executive 
directorship. Unlike the Ogawa (1979) and McCullough 
(1983) studies, this study does not have the convenience 
of national research study data upon which to draw. For 
example, in the Ogawa study, information was available 
from the American Association of School Administrators' 
(AASA) 1969-70 National Research Survey of School 
Superintendents. In the McCullough study, information was 
available from the National Association of Secondary
School Principals' (NASSP) 1977-78 National Survey of 
Senior High School Principals.
A survey instrument modified from the Ogawa and 
McCullough studies was developed concerning the following 
specific characteristics (Appendix B) .
1. Age upon acquiring first position in education.
2. Indication if prior experience was that of a 
school teacher.
3. Types of educational positions held other than 
school teacher.
4. Age upon obtaining first educational administra­
tive position.
5. Age upon appointment to executive director 
position.
6. Number of years as an executive director.
7. Original starting salary and current salary.
8. Highest educational degree.
9. Number of university semesters on a full-time- 
in-residence basis.
10. Executive directors' ranking and rating of 
graduate courses.
11. Indications to possible same career choice 
again.
12. Average number of work hours per week. 
Characteristics 1-6 were analyzed as measures of the
recruitment and selection structures of the executive 
directorship. Characteristics 8-10 were examined as to
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the socialization structure, and characteristics 7 and 11 
were studied in regard to the reward structure. Item 
number 12 were used as part of the research data as to 
work characteristics in regard to the executive 
directorship.
Analysis of Data 
Various methods were used in data analysis so as to 
provide a distinct illumination of the occupational ethos 
of the executive directorship. Glaser and Strauss (1967) 
argued for grounding theory in social research itself, for 
generating it from the data. They wanted to -help release 
energies for theorizing that to them are now frozen by the 
undue emphasis on verification. But, as Glaser and 
Strauss further posited, "although our emphasis is on 
generating theory rather than verifying it, we take 
special pains not to divorce those two activities, both 
necessary to the scientific enterprise" (p. viii).
Quantitative Summarization of Data 
The simple quantitative summarization of the survey 
and interview data was the first stage of data analysis. 
Survey data were summarized by calculating proportions of 
the whole in percentages.
The interview data were summarized by "determining 
the frequency of various occurrences" (Scott, 1965, p. 
275.) Effort was made to group or cluster similar type 
responses from the interview subjects. Since the 
interview guide items were open-ended, the categories of
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responses emerged from the interview data by their own 
nature.
Qualitative Analysis 
The second phase of analysis pertained to what 
Lofland (1971) described as the search "to provide an 
explicit rendering of the structure, order, and themes 
found among a set of participants" (p. 7).
Survey and interview data, including the quantita­
tive summaries of data, were analyzed in regard to the two 
primary ethos structures of orientations and sentiments. 
Through this process, identification of themes in the 
recruitment, socialization and rewards of the executive 
directorship were accomplished as were themes in the ways 
that executive directors characterized their work. 
Through this process, the occupational ethos of the 
executive directorship was realized.
This final step in data analysis can adequately be 
described by Lofland (1971) in this way:
Having come this far, a final step to full 
sociological analysis may be suggested, although 
not insisted upon. The elements of the analytic 
or discovered among participants may themselves 
be sociologically categorized. Since, happily, 
sociological discourse, in particular, is an 
elaborated version of everyday discourse, little 
discontinuity may be necessary. This is, one 
can begin to work with sociological and 
participant categories. (p. 7)
As part of the data analysis process, two members of 
the dissertation committee were involved in reviewing the 
categorization process of all interview and survey data. 
All data were sorted separately by this writer and two
committee members and charted on tables to ensure 
appropriate placement. The cross checking of these 
analyses helped provide consensus agreement with the 
researcher and the dissertation committee members as to 
every step of the analytical process. Through this 
constant comparative method, certain specific identifiable 
themes became clear and evident.
Furthermore, as another important verification of the 
findings and themes, each executive director involved in 
the interview process was sent a follow-up summary of the 
completed research effort to ascertain whether the 
indicated findings and themes met with his agreement. 
Twelve of the fifteen interview group responded; each of 
the twelve follow-up respondents indicated consensus 
agreement to the summary results and themes. There was 
total agreement on each structure and theme.
Limitations of the Study
The first limitation relates to the speculative 
theoretical notion of "ethos." Rather than being a 
clearly defined entity, the information that this research 
provides is more a result of the questions asked and the 
theoretical perspectives of Lortie (1975), Ogawa (1979), 
and McCullough (1983) . Ethos may be like a hand full of 
water; you can feel it, and sense it, but it is not of a 
clearly defined shape. It is possible that some elements 
of the ethos may have been overlooked.
The second limitation pertains to the subjective 
nature of the interpretation. To explicate potential 
bias, a brief narrative of the researcher's background is 
presented in Appendix C.
Summary
As in the works of Lortie, Ogawa, and McCullough, the 
executive directorship was perceived through the two main 
structures of orientations and sentiments. Ogawa refers 
to this process as the "analytic distillation," from which 
these two main structures provided a picture of its ethos. 
According to Lortie, an occupation's ethos permeates its 
every dimension. As John Steinbeck (1958) has said: "The
whole is necessarily everything, the whole world of fact 
and fancy, body and psyche, physical fact and spiritual, 
truth, individual and collective, life and death, 
macrocosm and microcosm —  conscious and unconscious, 
subject and object" (p. 150).
Despite these meaningful words, such an elaborate 
effort is beyond the scope and resources of this 
researcher. But, as past researchers have shown, two ways 
have been developed to research occupational ethos, 
through the structures of orientations and sentiments that 
provide a basis to analyze what this nebulous creature 
"ethos" is all about.
CHAPTER IV
FINDINGS OF THE STUDY 
OCCUPATIONAL STRUCTURES AND SENTIMENTS 
A description of the occupational ethos of executive 
directors is the focus of this study. The description 
provided is based upon the review of the two primary 
dimensions of the executive director: orientations
created by occupational structures and sentiments attached 
by executive directors to their work.
This chapter presents the findings found in the 
interviews and survey data which affect the three occupa­
tional structures of recruitment, socialization and reward 
and the sentiments executive directors attach to their 
work.
Introduction 
The executive directorship is perpetuated as an 
occupation by the processes of recruiting, socializing and 
rewarding of its members. These areas of consideration 
combine with personal meanings and sentiments to form the 
ethos of the executive director. All of the structures 
are interrelated and each has meaning to the other. Each 
structure is presented within its own context as well as 
its relationship to the others. A similar strategy was 
used by Lortie, Ogawa and McCullough.
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Occupational Recruitment
As did Lortie, this research identifies two major 
types of recruitment resources: attractors and facili­
tators. Attractors refer to benefits of the job; 
facilitators refer to basic charcteristics which make 
possible the movement of persons into the occupation. 
Attractors
The following attractions indicated by executive 
directors are likely to be indicative of certain 
orientations they display toward their occupation.
The service attraction.
The opportunity to be of service for the welfare of 
others is characteristic of educational occupations. 
Lortie concluded this notion in his study of teachers as 
did Ogawa in his findings concerning superintendents. 
Executive directors as well clearly indicated their 
commitment to have a positive impact upon vocational 
education in their state.
A majority of the 15 interviewees cited this service 
element. Numerous comments were illustrative of this 
desire to serve the public through betterment of the 
education system. An executive director said, "The 
position of executive director provided an opportunity to 
expand and improve vocational education." A statement 
from another executive director was, "My role would allow 
me to modernize vocational education, thus enhancing 
vocational education." "Observing vocational education
programs in operation and actually seeing students learn­
ing and the tangible results of training is very reward­
ing," was an attractor to another executive director.
"To see change that is needed and documented and
where the change benefits people," was what attracted an
additional executive director to the occupation. One 
mentioned the job "was an opportunity to see the big 
picture ... a challenge to communicate that vision." "It 
was a chance to exert influence in a very positive way"
was cited by another director.
Still director made the following statement 
concerning his attraction to the job: "The non-under­
standing of the public of vocational education and the 
poor marketing of vocational education in the state is a 
problem and needs to be corrected."
Therefore, the idea of service is overwhelmingly an 
attractor to executive directors. This theme of public 
service has more specific application when reviewed with 
regard to additional occupational attractors.
The leadership dimension.
An additional factor appealing to executive directors 
is the leadership role afforded by the position. The 
freedom to "be in charge" and to make decisions on behalf 
of others were cited as desirable characteristics of the 
job.
One executive director clearly stated that, "I was 
looking for a high administrative position." The "freedom
aspect" was mentioned by another. "I liked the leadership 
role," was also expressed. The "independence" of the 
position was cited as a positive attractor as was 
"autonomy" by an additional director.
It is evident, then, that executive directors are 
attracted by the leadership role and its usefulness in 
creating desirable change.
The interaction appeal.
The opportunity for interaction with other 
individuals and groups was also cited as a positive 
characteristic of the position. Executive directors 
indicated the chance for working with others in this 
position was an attracting influence in acquiring the job.
A director stated that "working with different 
professional groups" was desirable. Another mentioned 
"working with private sector, i.e., business, industry and 
labor." "Being able to work directly with the State 
Board" and "working with different personalities" were 
other comments. "Working with the most important people 
in the state leadership arena" was a factor to an 
additional director. This theme was summarized by another 
in saying, "Working with people is most important."
The ability to have contact with a variety of persons 
and groups afforded by this position, then, is an aspect 
attractive to potential executive directors.
Salary factor.
Salary was not a primary influencing factor in 
attracting persons to the executive directorship. None of 
the 15 interviewees mentioned salary as a reason for 
becoming interested in the job. The sample talked instead 
of service and leadership. An indication of this finding 
is the fact that several mentioned "loss of salary" and 
"no expense account" as elements they lost in their 
position.
Salary, then, for executive directors is clearly a 
secondary factor. A related finding is that the majority 
of executive directors affirmatively responded that they 
would make the same career choice again.
Summary
It is apparent that there are three main attractors 
to the position of executive director. The aspect of 
public service and the improvement of education is clearly 
an inducement for becoming an executive director. The 
leadership potential inherent in t>he position is also a
determining factor. The opportunity to work with a
»
variety of individuals and organizations as well as the 
private sector (business, industry and labor) is cited as 
a positive attracting aspect of the job. Monetary 
considerations are clearly not an influencing factor in 
the recruitment of executive directors.
Facilitators
Entry into the occupational position of executive 
director is facilitated by several factors. Those 
identified through this study are: the constrained pool
from which executive directors are recruited, the deferred 
occupational decision, the element of chance, the 
subjectivity of selection and the role of a sponsor.
The constrained pool of candidates.
The executive directors were generally recruited from 
a vocational educational background and were in the state 
education administrative structure. The directors were 
found to be from an educational background, of diverse 
experiences, with 33 of 47 being former school teachers, 
and 14 being former school principals.
Of the position just prior to the executive director­
ship, 24 were in state education administration, 8 were in 
local level administration, 8 were in other education 
related positions, and 7 were in "other" positions.
When asked to describe the best source for recruit­
ment of future executive directors, the source most often 
mentioned by executive directors themselves was vocational 
education (Table 1.)
The deferred occupational decision.
Executive directors generally do not possess aspira­
tions for the position until the opportunity becomes 
apparent. It appears that individuals do not choose to 
pursue the position as an occupational goal until they
TABLE 1
Potential Best Recruitment Sources as Recommended by 
Current Executive Directors
Source Percent
Vocational Education (General) 28
Vocational Education (State
Level Administration) 21
"Not A Best Source" 15
Other Education Fields 11
Private Sector 9
Vocational Education (Local Level) 2
Other 15
TOTAL 101%
have acquired experience in another line of education- 
related work.
Nine of the 15 interviewees indicated they first 
considered becoming an executive director upon learning of 
the position vacancy. "After serving as Superintendent of 
the Columbus Public School System and learning of the job" 
was the response of an executive director to the question. 
"The State Director indicated the opening to me" was a 
statement of another. One interviewee said he first 
considered the job when "I had been working with the State 
Agency at the time of vacancy and the Executive Committee 
of the Council approached me." "When the former executive 
director suddenly died" was the response of an additional 
director. "I thought about it when the job became open.
I was in Idaho at the time and made application to people 
whom I knew" was expressed by one interviewee. Another 
director first considered the position "When the position 
became vacant. I was looking for something at the time 
after a research project ended."
A review of the factor of age concerning the 47 
executive directors surveyed also illustrates that persons 
do not enter this postion until completion of years of 
service in other related postions. As shown in Table 2, 
the average age upon appointment to the position of 
executive director was 41. This may be compared to the 
average age of 27 upon acquiring their first education 
position (Table 3) and the average age of 32 upon
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TABLE 2
Age of Employment as Executive Director as Indicated by 
Survey Population
Age Range Percent
30 years or Under 4
31-35 18
36-40 26
41-45 23
46-50 15
Over 50 15
TOTAL 100
MEAN 41
TABLE 3
Age of Employment in First Education Position as Indicated
by Survey Population
Age Range Percent
Under 20 years 2
20-21 9
22-23 36
24-25 15
26-27 15
28-29 2
30 Years and Over 21
TOTAL 100
Mean Age in Years 27
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acquiring their first education administrative position 
(Table 4.)
From these findings one can determine that the 
decision to seek the position of executive director does 
not come until relatively late in one's overall occupa­
tional career. No executive directors involved in this 
study indicated first aspiring to the position as a young 
person.
The element of chance.
Another noteworthy characteristic of the recruitment 
process involves the influence of time and chance. 
Executive directors often cited luck or chance as involved 
in assuming their positions. A director stated he 
received the position because "I was in the State 
Department of Education with the beginning of the councils 
and the new federal law." Another said, "I was in the 
state structure upon leaving of my predecessor." "I was a 
member of the Council at the time the position became 
vacant" was stated by one interviewee. Another director 
became interested as he "was working in the state 
structure at the time ... I had been a previous Council 
member." An additional director said he "was in another 
state at the time. Key people in my state advised me of 
the opening and recommended that I apply."
Executive directors, then, are not hesitant to 
acknowledge the role of chance as it helped them to obtain 
their jobs.
TABLE 4
Age of Employment in First Education Administrative 
Position as Indicated by Survey Population
Age Range Percent
25 years or under 13
26-30 26
31-35 33
36-40 15
41-45 9
46-50 2
Over 5 0 2
TOTAL 100
Mean Age in Years 32
Subjectivity of choice.
Related to this perceived bearing of chance on the 
recruitment process is the obvious subjectivity with which 
persons are chosen for the occupation. The executive 
directors cited many personal attributes or skills as 
having importance in the selection of occupants. These 
attributes or characteristics are, by their very nature, 
ones that are subjective and not prone to measurement.
A criterion often mentioned as necessary for the job 
by the executive directors was human relations skills. It 
was said that an executive director should be "of subtle 
nature and one who can work behind the scenes" and a 
"patient, flexible person." He should be known for 
"bringing the best out in people and a low ego person."
The executive director ought to have "a consensus approach 
and a style of open leadership."
This person should "always make the Council look good 
.... give the Council credit." "Motivational" and 
"diplomatic" were other descriptive characteristics. "The 
capacity to work with diverse groups and different 
personalities" was a necessary qualification expressed by 
an additional interviewee.
Thus, it would appear that the possession of 
effective human relations and communication skills, 
subjective in nature, is a significant facilitator to 
one's becoming an executive director.
A possible sponsor.
The majority of the executive directors were 
indicative of a sponsor or patron situation that assisted 
them in assuming the position. As shown in Table 5, this 
research found that executive directors also often recruit 
other executive directors.
This particular aspect of the interview process was a 
sensitive one, with one executive director being very 
evasive. He indicated that he "was in another state at 
the time and key people advised me ..." Sponsorship can 
be a delicate area of discussion. It appears from the 
interview data, then, that there is a strong internal 
sponsorship aspect to the recruitment structure.
Summary
Five major occupational facilitators are indicated by 
executive directors. First is the constrained pool of 
candidates from which executive directors are chosen. 
Executive directors are not drawn from the population at 
large but rather from the ranks of educators, specifically 
vocational educators. Persons with state level, adminis­
trative education experience are especially likely to be 
recruited into the position. A second finding that char­
acterizes this recruitment is deferment of occupational 
decision. Executive directors generally do not aspire to 
the position nor plan for it but rather respond to an 
administrative opportunity after other work experiences. 
The element of chance is a third facilitating influence.
TABLE 5
Position of Sponsor
Position
State Education 
Administration
State Council
Private Sector
Governor
Other
Retired
At the Time
3 
13
4 
4 
2
At the Present
1
3
8
14
Access to the job and assuming it is largely a chance 
situation. Proximity to the state level environment at 
the right time is an extremely helpful factor. A fourth 
facilitator is subjectivity of choice. It appears that 
executive directors could often be selected for the job 
according to such subjective attributes as effective human 
relations skills and the ability to communicate with 
others. The final facilitator for recruitment is the role 
of sponsorship. In general, executive directors are 
assisted by other executive directors, council members, or 
state level administrators in obtaining their positions.
The occupational recruitment structure of the 
executive director is defined by two aspects: attractors
and facilitators. Executive directors are attracted to 
the occupation due to service and leadership dimensions 
and the opportunity to work with diverse individuals and 
groups. Access into the occupation is determined by the 
constrained pool of candidates, the deferred occupational 
decision, the element of chance, subjectivity of selection 
and the sponsorship aspect.
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Occupational Socialization
A structure which also affects the composition of an 
occupation's membership is socialization. The analysis of 
this structure follows the observation that occupational 
socialization takes place in two realms -- formal training 
programs and on-the-job experience. Formal and informal
levels of socialization within each dimension and related 
areas are examined in the interview and survey data.
Formal Training Programs
Concerning the highest educational achievement of the 
12 interviewees responding to this question, Table 6 
indicates that 8 possess doctorate degrees, 1 holds a 
master's plus 30 degree, 1 possesses a master's degree and 
2 hold bachelor's degrees. All 12 executive directors 
cited their formal educational training to be of value in 
helping them acquire needed attributes.
Regarding the educational attainment of the survey 
population, data show that 40% hold doctorate degrees, 4% 
possess a master's plus 30 degree and 47% hold a master's 
degree (Table 7). As illustrated in Table 8, 38% of these 
degrees are in Education Administration and 32% are in 
Vocational Education, while 11% are in other education 
fields. An overwhelming majority of the executive 
directors surveyed found their formal education 
experiences to be of value in preparing them for their 
work in this capacity. As indicated in Table 9, 24% 
"strongly agreed" and 54% "agreed" with the statement that 
"graduate school was of great value in preparing me for my 
present role."
This training was considered of value to the 
executive directors for numerous reasons. One respondent 
stated, "it helped build networks, developed research and 
writing skills, honed policy development skills and
TABLE 6
Highest Degree Earned by Interview Population
Degree
Bachelors
Masters
Masters Plus 30 
Doctorate 
TOTAL 
Number Responding
Percentage
17
8
8
67
100
12
TABLE 7
Highest Degree Earned by Survey Population
Degree Percentage
Bachelors 9
Masters 47
Masters Plus 30 4
Doctorate 40
TOTAL 100
Number Responding 47
TABLE 8
Major Field of Graduate Study of Survey Population
Field of Study Percentage
Education Administration 38
Vocational Education 32
Non-Education Field 19
Other Education Field 11
TOTAL 100
Number Responding 47
TABLE 9
Response of Survey Population to Statement, "Graduate 
School was of Great Value in Preparing Me for My 
Present Role."
Response Percentage
"Strongly Agree" 24
"Agree" 54
"Disagree" 20
"Strongly Disagree"  2
TOTAL 100
Number Responding 4 6
increased knowledge of administrative theory." The 
"exposure to all vocational education service areas" and 
knowledge of "current issues in vocational education" were 
important to certain directors. The "research and writing 
skills" acquired by this formal training were mentioned by 
numerous executive directors as valuable to their work.
The "knowledge of school administration and management" 
was found to be helpful as was "the use of scientific 
methods of analysis." One executive director said that 
"it continued development of my basic analytical and 
thinking skills." Another said that "the social sciences 
have proved especially useful."
In addition to the acquisition of specific 
knowledge, other executive directors appreciated benefits 
related to or resulting from this educational experience. 
"The exposure to resource people" was valued by one 
executive director. Another said that "graduate school 
afforded me access to occupational education groups and 
national leaders." Another saw it as "a union card that 
gives me access to leaders in all education agencies."
The "experience in itself" was mentioned as helpful by one 
director. The "understanding of various education 
organizations" was gained by one director. Another 
summarized his experience in saying, "It gave me 
information and credentials that allowed me to give the 
appearance of credibility."
This appreciation of formal education training 
programs among executive directors is noteworthy, 
especially when compared to feelings of other educators 
toward their schooling. Previous studies of the ethos of 
educational occupations have found widespread disregard 
for graduate education studies. One should realize as 
well that certification as an outcome of formal schooling 
is not a prerequisite for becoming an executive director, 
as is the case for other education positions. The value 
placed upon formal education experiences by executive 
directors could be seen as a distinguishing characteristic 
of the group.
On-The-Job-Training
When asked to evaluate on-the-job experience as 
related to the acquisition of needed job attributes, 
skills and knowledge, all 15 executive directors from the 
interview group found it to be "very helpful." As 
indicated in Table 10, 48% of the survey population 
"strongly agreed" and 43% "agreed" with the statement that 
"on-the-job training was of great value in preparing me 
for my present position."
This value placed upon on-the-job experience by 
executive directors was illustrated through numerous 
statements during data collection. "I cut my teeth during 
the first years" and "specifics must be learned through 
on-the-job training" were comments from two directors. 
Another executive director said, "the complexities and
TABLE 10
Response of Survey Population to Statement, "On-the-Job
Training Was of Great Value in Preparing Me for
My Present Role."
Response Percentage
"Strongly Agree" 48
"Agree" 4 3
"Disagree" 9
"Strongly Disagree" __0
TOTAL 100
Number Responding 46
vagaries of the law and working with the bureaucracy, as 
well as the Council membership, are best learned on the 
job." One director appreciated the experience because it 
was "a combination of 'mentorship' and self-learning as 
well as peer discussions." "It provided a chance to gain 
experience in various approaches for working with such a 
group" for another respondent. An "understanding of the 
uniqueness of the Council and its expectations" was gained 
by still another. In this same line, a director said that 
"state advisory councils are unique and on-the-job 
training makes a difference if taken seriously."
"It allowed me to swim -- you work at it!" was the 
expression of one director. An additional comment was, "I 
learn best when there is a reason to learn." The "sink or 
swim" aspect was also mentioned. The advantage of this 
experience to one director was "you get to see what is 
going on when you are involved." "Being able to dig out 
answers" was valued by a director and "learning the 
application of theory" was appreciated by another. "The 
hard way is the best way" was an additional comment. One 
director summarized his experience in saying, "On-the-job 
training is the final testing ground." "The Council is a 
global or universal job in that one has to concentrate on 
the big picture. On-the-job training helps one to carry 
this out," was the response of yet another director.
"'Street smarts' that you learn on the job are so 
valuable" was an observation of one director. A final
comment was, "On-the-job training has proven the most 
beneficial influence. Too much emphasis is placed on 
'credentials' rather than the ability to perform to get 
results."
Previous Work Experience
Data from this study show that a majority of 
executive directors possessed prior working experience in 
the field of education and/or administration before 
entering the occupation. This experience is an important 
element in the occupational socialization of executive 
directors. As indicated in Table 11 by the survey pop­
ulation, 83% "strongly agreed" and 17% "agreed" with the 
statement that "prior work experiences were of great value 
in preparing me for my present role."
The value placed upon this previous experience was 
expressed in numerous ways. "The understanding of how 
educators and the private sector operate, especially at 
the state level" was appreciated by one respondent. "My 
experience helped me understand problems confronting 
school personnel and boards of education," was a comment
t
of a director. "Working with people, programs, causes, 
and projects" was helpful as was "the ability to get along 
with people." One respondent stated, "My experience 
helped me to work in an organization and with other 
organizations .... it developed my leadership skills." A 
former state administrator said he "learned how vocational 
programs fit into the structure." One person said his
TABLE 11
Response of Survey Population to Statement, "Prior Work
Experiences Were of Great Value in Preparing Me for
My Present Role."
Response Percentage
"Strongly Agree" 83
"Agree" 17
"Disagree" 0
"Strongly Disagree" __ 0
TOTAL 100
Number Responding 47
"statewide position gave me a statewide perspective ... I 
knew the assets and liabilities of the delivery system."
It "helped me understand business and training needs" and 
"helped me refine and develop communications skills" were 
other comments.
"I was hired for my political expertise" was a 
statement of one director concerning his current position. 
Another said, "It provided a good understanding of 
vocational education, knowledge of legislation and 
contacts in the vocational education community." The 
"knowledge of issues, politics and key figures" was 
helpful to one while another said it was valuable "because 
it is the real thing." These thoughts can be summarized 
by one executive director in saying, "Experience in any 
field helps you make decisions. It also makes you capable 
in administration and public relations."
Additional statements concerning prior work 
experience included, "Prior work experience was the 
greatest asset to me in doing my job. I believe this is 
because I was in a 'state-level' administrative position 
and many of the duties were similar." "The role of an 
executive director is one of constant compromise. Past 
leadership roles prepare you for that and to get along 
with a broad base of people," was an observation of 
another director. A personal note of one director was, 
"There has been great transfer of work experience from the 
industrial relations field to my current position. Also
my business contacts have been helpful." Another 
appreciated his experience in saying, "My prior work 
experiences taught me the importance of structured, 
continuous communication with the governing board." 
Interaction with Peers
A process closely related to this on-the-job 
experience is the interaction that occurs between fellow 
executive directors. This "networking" among peers has a 
significant influence regarding the socialization of 
executive directors.
When asked about the influence of this interaction, 
70% of the executive directors surveyed stated that other 
executive directors had helped them to learn their 
position. Ninety-four percent of this population claim to 
have continuing interaction with other directors, even 
aside from the attendance of meetings. As specified 
previously, 40% of the directors who were interviewed 
indicated they would consult their peers for advice when 
making difficult decisions. Forty-one percent of the 
survey group "strongly agreed" and 32% "agreed" with the 
statement that the interaction was of value in preparing 
them for their present role (Table 12.) The majority of 
respondents who disagreed with this finding did so because 
they had had no interaction with other directors before 
assuming their positions.
One director said, "My colleagues were always 
willing to assist by reacting and providing advice." "I
TABLE 12
Response of Survey Population to Statement, "My Inter-
Action with Other Executive Directors Was of Great
Value in Preparing Me for My Present Role."
Response Percentage
"Strongly Agree" 41
"Agree" 32
"Disagree" 18
"Strongly Disagree" __9
TOTAL 100
Number Responding 44
gained much from their experience. They had already 
solved many of the problems I faced," was a comment of 
another director. An additional finding was, "I asked 
many questions in areas new to me and gained from their 
years of experience." "They pointed out new options for 
solving problems and approaching issues," was an 
experience valued by another executive director. "These 
people can help you with questions pertaining to the job 
that no one else can answer," was an additional 
observation. "Why recreate the wheel?" was the rationale 
of one director for his close interaction with others.
"It tends to be a significant element in stimulating new 
ideas" was a fact ascribed by another respondent.
A statement from one director regarding this 
interaction was, "Even though school and work experiences 
were necessary and valuable, most valuable was that of 
help and assistance from experienced executive directors." 
"Council executive directors are willing to share. It is 
a must if you are to become as effective as possible as 
early as possible," was the feeling of one director. "An 
annual meeting with executive directors from three 
surrounding states for one day is most valuable ... you 
get down to the 'real nitty gritty'," was a response of an 
additional executive director. An additional statement 
was, "I still depend upon interaction with four executive 
directors who are senior to me when I need assistance with 
a new or complicated task." This theme is summarized by
one director in saying, "the success of my work can be 
attributed to the wealth of knowledge I can tap from other 
executive directors."
A related area of analysis is the influence exerted 
upon executive directors through their membership in the 
National Association of State Councils on Vocational 
Education (NASCOVE). As a national organization, NASCOVE 
has as its purpose the advancement of state councils on 
vocational education, an irivolvement in creating effective 
legislation and an interchange of ideas and findings among 
all executive directors. While membership is voluntary, 
almost all directors do affiliate with the organization 
and attend its bi-annual meetings.
Some comments regarding this affiliation and related 
activities were, "A network has been provided" and 
"Current activities provide another information source for 
new directors." Another director said, "The activities 
help you in developing capability, security, and good will 
in making the best." "The activities are helpful to new 
directors and give a sense of introduction and comraderie 
to new directors," was an observation of one participant. 
Another statement was, "There is a continuing need for 
professional development. This is a critical function of 
NASCOVE." "There is always something for someone," was 
the feeling of another participant. A summarizing thought 
of one director was, "Having the chance to exchange ideas 
with others in similar positions is important."
Summary
Patterns seen in the occupational socialization of
executive directors help to describe the socialization
structure of the occupation.
Formal training of executive directors occurs in 
graduate-level course work at the college or university 
level. An analysis of comments received shows that 
directors do value this formal training experience in 
preparing them for their occupation. Benefits commonly 
cited are the acquisition of background knowledge, 
exposure to a wide range of issues, and refinement of 
writing and research skills. Also mentioned regarding 
this experience is the benefit gained from interaction 
with other students and the education community. Even 
though certification through credentials is not required 
for executive directors in any state, some directors do 
value the "respect" they feel they acquire through the 
completion of such training.
An important facet of on-the-job experience is the 
interaction executive directors have with one another. 
Members of the occupation are willing to share their 
experience and expertise with their peers, a fact which 
creates a network for frequent exchange. Many executive 
directors confirm that they consult other directors for 
advice when making difficult decisions. Membership in a 
national association of directors provides additional
opportunity for scheduled in-service training, group 
discussions and planning sessions.
On-the-job experience is viewed as a significant 
aspect of training for the occupation. The "sink or swim" 
theme is mentioned as is the feeling that "experience is 
the best teacher." Many directors are of the opinion that 
the uniqueness of state councils and the particular laws 
surrounding them can only be learned while on the job. 
"Self learning" and "mentorship" are techniques frequently 
mentioned as associated with on-the-job training.
Executive directors attach great significance to 
their prior work experiences in relating to their current 
work. The leadership and communication skills necessary 
for being an effective executive director are generally 
learned through previous job experiences. Knowledge of 
issues, politics and legislation is also gained in this 
capacity. Contacts made during prior work situations are 
often found to be helpful in working with state advisory 
councils.
The interplay of these factors in the occupational 
socialization of executive directors can be summarized 
through the following statement of one director, "Each has 
helped to give me insights into various positions people 
take regarding issues facing the council. Keeping your 
eye on the big picture is the most valuable asset an 
executive director can have. All of the experiences above 
have been helpful in that regard."
Occupational Rewards
The final structure to be examined relative to the 
orientations of executive directors is that of occupa­
tional rewards. As was demonstrated in previous studies, 
this research examines both monetary and non-monetary 
rewards ascribed to the position by its occupants.
Monetary Rewards
The aspect of monetary rewards does not seem to be a 
significant factor to executive directors. As salary is 
not an attracting influence in the recruitment of execu­
tive directors, it is also not an important element of job 
reward.
The data from survey respondents showed that 
executive directors do experience substantial salary gains 
through years of experience (Table 13.) This growth, 
however, is rarely mentioned by the directors. When asked 
to describe what is rewarding about their work, none of 
the interview population mentioned financial rewards. 
Likewise, when asked what is least rewarding about their 
work, none of the interviewees mentioned salary. 
Additionally, salary was not cited by the directors as a 
criterion for consideration of other job offers. The 
aspects of "professional growth" and "Can I make a 
difference?" were instead found to be important. When 
asked, "What do you feel you lose as an executive 
director, as compared to another occupation?," several 
specified financial loss. Of the same group, however, 80%
TABLE 13
Salary Range of Survey Population
Percentage of Population 
Salary Range Beginning Salary Current Salary
$1 - 15,000 2 0%
$15,001-23,000 36 2
$25,001-35,000 36 12
$35,001-50,000 23 63
More than $50,000 2 23
100% 100%
Total Reporting 47 43
quickly said they would choose the same occupation again. 
Monetary rewards, therefore, do not appear to be a signif­
icant factor in the reward structure of executive 
directors.
Non-monetary Rewards
When discussing rewards associated with their work, 
executive directors frequently mentioned such things as 
the ability to make a difference, the opportunity for 
interaction with others and the potential for leadership 
afforded by the job.
When interviewed, the sample population expressed 
reward in terms of "the ability to make recommendations 
and have them acted upon," "seeing the tangible results of 
training," "to see an end result," and "helping to improve 
vocational education." Other rewards were, "seeing voca­
tional education in my state move forward," "helping shape 
issues to be addressed," and "being a change agent." One 
director summarized it in saying, "Once in a while you hit 
it big and do something that actually makes a difference." 
Similarly, such things as "obstacles to effectiveness" and
t
"reluctance of state to support vocational education" were 
indicated as "least rewarding" aspects of the job.
While this "change impact" is the primary reward 
associated with the position by directors, another re­
warding aspect involves interaction with other people and 
influences. "Working with business, industry and labor," 
"working with volunteers," and "ability to meet a variety
of individuals" were seen as assets of the job. It is "a 
people business" was another comment as was, "being in a 
position to bring ideas, services and people together to 
work on common objectives."
The leadership potential or freedom from control 
afforded by the position was also often described by 
directors as rewarding. "The independence to do a job for 
those who really need effective vocational job training" 
and "leadership in a very critical field of education" 
were rewards cited by two directors. "Being in a respec­
ted position and being looked at as an authority," was 
appealing to one director. "The ability to bring to the 
table problems considered to be untouchable by bureaucrats 
and politicians," was a rewarding aspect to an additional 
director. The "ability to control my own time" was 
mentioned as well.
Summary
The patterns of recruitment and non-monetary rewards 
such as the leadership potential for making a difference 
and the freedom from control as afforded by the position 
are seen as rewarding aspects. The ability to "impact" 
vocational education is important as discussed by the 
directors. They see their role as "bringing to the table" 
issues and recommendations that might usually be 
untouched. This "honest broker" image is coveted by 
directors; they see themselves in a respected capacity 
trying to do what is right and enhancing for the entire
vocational education system. The directors have a genuine 
interest and concern in "seeing vocational education in my 
state move forward" and "helping shape issues to be ad­
dressed." All in all, it appears that the possible 
"change impact" and the ability to harness resources is a 
primary reward associated with this occupational position.
Occupational Sentiments 
The purpose of this research is to define the occu­
pational ethos of executive directors of advisory councils 
through analysis of two important dimensions: orien­
tations engendered by occupational structures and meanings 
attached by executive directors to their work.
Meanings and sentiments of executive directors toward 
their work are studied according to the design used in 
previous research concerning occupational ethos. Data 
analysis focuses on four aspects of executive directors' 
work: tasks and roles associated with the occupation;
occupational skills, knowledge and attributes; 
occupational assessment; and occupational satisfaction.
Occupational Tasks and Roles 
While it is known that executive directors share a 
variety of tasks with other occupations, the special 
combination of tasks unique to the work of executive 
directors will be sought. As in the Lortie, Ogawa and 
McCullough studies, two levels of work will be investi­
gated. First, executive directors' descriptions of their 
day-to-day work will be analyzed for general patterns.
Second, roles which characterize the directorship are 
derived from executive directors' descriptions of the 
general responsibilities of the job.
Occupational Tasks
Certain tasks are recurring in the remarks of execu­
tive directors toward their work. Clearly, a pattern of 
communication-related activities exists within the work of 
executive directors. Administrative or stewardship tasks 
also permeate the workday of executive directors as do 
research or knowledge-acquiring activities.
Communications tasks.
Executive directors communicate internally with 
council staff and council members a great deal of the time 
in addition to external communication with state education 
leaders, state administrators, private sector representa­
tives, college and university personnel, association 
members and fellow executive directors.
This internal communication with council staff 
includes such tasks as preparation for council meetings, 
development of appropriate correspondence, administrative 
details and the preparation of research reports. Staff 
meetings are held regularly to plan and review council 
activities.
Executive directors work closely with council members 
and, more specifically, with the Council Chairman. The 
interview group continually stressed the importance of 
keeping the council chairman and members informed and
gathering information from them from time to time. An 
ongoing interchange of ideas regarding council goals, 
plans and activities among its members is seen as an 
essential ingredient in its success.
External communication includes such activities as 
"looking at State Plans" and "disseminating findings to 
those in the state policy structure." The implementation 
of public hearings is a part of this communication context 
as the proceedings are usually published and distributed. 
Public hearings, in fact, are held for the specific 
purpose of informing and receiving feedback. In that 
state councils were originally designated "state advisory 
councils" in the creating federal legislation, this 
communication is an essential characteristic of their very 
existence. The term "networking" was frequently used to 
describe the relationship of council directors with the 
private sector. Other directors spoke in particular of 
their communication with college and university educators 
as directed toward, "trying to involve them in the overall 
vocational education process." When speaking of inter­
action with professional organization and association 
members, directors referred to it as "mostly a communica­
tion process."
As further indication of these communication tasks, 
the interviewees discussed their "communication strat­
egies" when attempting to get a new program or activity 
operating. In initiating action, the directors said they
use documented data containing recommendations which have 
been sent to Council members and forwarded for possible 
impact to such groups as the State Board of Education or 
State Department of Education. Another "strategy" cited 
was "working with council members on position papers and 
the position paper recommendations become the vehicle."
Further mention of this communication process was 
made when executive directors were asked how they would 
use additional hours if they were to have more available 
time in their week. "Keeping in touch," "visiting 
schools," and "having group discussions" were comments of 
three directors. "Writing interpretive issues" and "more 
writing" were responses of two directors who would use 
extra time in written communication activities.
Administrative activities.
While communications activities comprise the dominant 
trend of occupational tasks, the performance of basic 
council administrative tasks also occupies the time of 
executive directors. Executive directors act as stewards 
of the councils for which they work and, thus, must spend 
time planning for council work and completing the details 
to make this work possible. "Developing a plan of action" 
was specified by a director as a major task associated 
with his work. "Establishing goals and working with 
Council issues" was also mentioned. "Carrying out council 
mandates" was a significant task cited by another director 
as was the task of "strategizing" to another. The
"coordination of council activities" is a time-consuming 
task mentioned by a director as is "budget work." 
Developing and distributing newsletters and materials and 
preparing required federal reports occupy the time of 
executive directors. Certainly the preparation of meeting 
agendas and presiding at council meetings is an additional 
duty that occupies the time of executive directors.
It is interesting to note that, when asked what other 
occupation is similar to their work, directors often 
mentioned administrative-related occupations as similar in 
nature. Among those occupations cited by the interview 
group as like their own were a medical association head, a 
personnel director of corporate industry, an operational 
officer of a corporation and an administrative assistant 
to a state-level administrator.
Knowledge-acquiring tasks.
Executive directors feel that, in order to be effec­
tive in their mission, they should continually expand 
their knowledge and increase their skills. Reading and 
research activities, therefore, are important tasks in
I
their work. Directors say that they spend much time 
gaining background information and knowledge related to 
council issues. Even more data-gathering time was 
mentioned as desirable by the interviewed directors. Many 
executive directors spend after-hours time attending 
courses and work-related seminars. Active membership in 
the National Association of State Councils on Vocational
Education, having a purpose of training and the sharing of 
knowledge, is another vehicle used by executive directors 
for gaining new knowledge. The continuous interchange of 
ideas among fellow executive directors is considered a 
very positive means for professional growth and the 
acquisition of useful information.
Time on task.
It is interesting to note that, in completing these 
tasks, executive directors generally spend more than the 
average 40 hours per week, on the job. Forty-seven hours 
per week was found to be the average work time for 45 
directors responding to this survey question. Forty 
percent of the interview group reported spending an aver­
age of 50 to 59 hours per week on the job while 35% re­
ported spending an average of 40 to 49 hours per week on 
the job. In addition to their office hours, four execu­
tive directors from the interview group reported spending 
extra time at home during the week in completing their 
work responsibilities.
Occupational Roles
The analysis of tasks associated with the work of 
executive directors results in the identification of four 
significant role categories: change agent, facilitator,
director and monitor.
Role of change agent.
Many of the job responsibilities identified by 
executive directors are directed toward the improvement of
vocational education in general. These directors strive 
to lead the work of their councils so as to effect change 
and "make a difference." "Influencing the future" is the 
way that another director described his mission. "Bring­
ing a major issue to a point of improvement" is the role 
seen by one director as his goal. Influencing state and 
federal legislation with regards to regulations and fund­
ing is the role another director described for himself. 
"Helping to make education more meaningful for many 
people" is the thrust for one director. "Identifying 
meaningful solutions to education issues" was the descrip­
tion offered by an additional director. "Seeing voca­
tional education in my state move forward" is a 
summarizing statement of yet another director. Helping 
needed change to take place is therefore seen as a crucial 
role in the occupation of executive director.
Role of facilitator.
The nature of the work of the executive director 
clearly requires him or her to work with diverse people, 
organizations and interests. Executive directors must 
continuously work within this diverse environment, a fact 
which requires a facilitating or mediating influence in 
many situations. Executive directors see themselves as 
mediators of sorts among state administrators, the private 
sector, labor officials, college and university personnel, 
representatives of the legislative process and council 
members. Often they describe this role in terms of "the
people contact." One director said of his interaction 
with the State Director of Vocational Education, "We think 
together and plan together a 'what if situation'." "Get­
ting business representatives and educators together" 
describes this role for another director. "High level 
negotiations with lawmakers and policy makers" were the 
words of one director. The creation of "ownership" in a 
plan or idea by others is a role seen by one interviewee. 
"To have meetings with good exchange and good working 
relationships with other governmental persons and groups" 
was a part of the work to another respondent. "This is a 
people business" was the way one director summarized his 
perceived role of facilitator.
Role of director.
The basic management of an organization such as a 
state advisory council requires that the executive direc­
tor serve in a directing or leadership capacity. The 
supervision of council activities and staff is certainly a 
necessary part of the job. Planning, budgeting, preparing 
required reports, answering correspondence and attending 
meetings are some examples of this administrative role.
It is interesting to note that many directors rank this 
area of responsibility as their least enjoyable role.
Role of monitor.
The very legislation that called for the creation and 
implementation of state advisory councils requires that 
they have a certain oversight function. It is a necessary
responsibility then that executive directors concern 
themselves with carrying out the mandates of federal law. 
Seeing that vocational education is enacted in the state 
according to established law naturally becomes a part of 
the role of the executive director.
Observations about Executive Directors' Work
Two general patterns which permeate both tasks and 
roles emerged from executive directors' descriptions of 
their work. They reflect the stumbling blocks which 
executive directors face in the course of their work and 
the indirect involvement of executive directors in their 
vocational schools' actual instructional program.
Complications.
Executive directors reported that several general 
problems hindered their efforts. A major "roadblock to 
success" was repeatedly said of the political, bureau­
cratic environment within which executive directors must 
operate. The "people politics" and "pecking order of 
things" have adverse effects upon the work of state advi­
sory councils. The "hidden resistance of the bureaucacy" 
was the way one director described this roadblock. Anoth­
er said that "the bureaucracy at the state level is very 
closed and non-collaborative." The "games played at the 
state level create a very slow process" was a statement of 
one interview director." "The uncertainty of where people 
are coming from" is a hindering factor to another direc­
tor. "There are certain politically expedient issues"
according to statements of one director. An additional 
director summarizes this negative influence in saying,
"The state bureaucracy is full of archaic administrators 
who have been in their positions for many years. They 
build walls to serve their personal empires." In the 
words of one director, "turfmanship at all levels" exists 
and is a complicating factor to the work of the executive 
director.
In addition to this bureaucracy, executive directors 
often cite uninformed persons in the work environment as 
creating problems. "The non-understanding of the public" 
is a problem mentioned by an interview subject. This 
person said that "the non-understanding of vocational 
education and the work of the council" is definitely a 
debilitating influence. A comment of another director was 
that "the State Superintendent is academically-oriented 
and thus is a roadblock." The "poor marketing of voca­
tional education in the state" contributes to,this lack of 
support according to one director.
Finally, the problem of insufficient funds hampers 
the work of executive directors. As is the case with many 
similar types of occupations, adequate financial resources 
are needed to carry out involved services. This concern 
is evidenced through the finding that nine of the inter­
view directors said they would like more funds for their 
efforts if they were to create a more satisfying 
situation.
Lack of involvement in instruction.
By their own accounts, executive directors spend 
little time on-site in the vocational education setting. 
Very seldom was interaction with students or instructors 
mentioned by directors in describing their work. While 
the improvement of vocational education is seen as the 
mission for this occupation, executive directors clearly 
do not spend their time in the actual instruction of 
students or development of curriculum.
Summary
The analysis of executive directors' descriptions of 
the day-to-day tasks they perform results in the identifi­
cation of three major patterns. Executive directors 
communicate internally with council staff and members and 
externally with state-level administrators, representa­
tives of business, industry and labor, representatives of 
the legislative system, college and university personnel, 
organization and association personnel and fellow execu­
tive directors. This communication process is seen as the 
major thrust of the work of the executive director.
Another set of tasks involves administration of basic 
council operations and activities. The supervision of 
staff activities, preparation of required reports, 
development of budgets and leading of meetings are exam­
ples of these management tasks. Other activities of 
executive directors are aimed toward the acquisition of 
new information and knowledge to be used to further
council efforts. The subsequent analysis of executive 
directors' descriptions of their responsibilities 
identifies four general occupational roles: those of
change agent, facilitator, director and monitor. These 
roles are carried out despite the hindering factors of the 
bureaucracy, lack of support among non-informed persons 
and lack of financial resources.
Occupational Skills, Knowledge and Attributes 
According to previous findings, an occupation can, to 
an extent, be characterized by the particular set of 
requisite skills its members possess. Furthermore, the 
manner in which members of an occupational group describe 
the set of skills, knowledge and personal attributes 
viewed as necessary for their work provides insight to how 
they perceive their work reality. The patterns which 
emerge from descriptions of this work dimension are 
largely consistent with those which emerge from their 
description of occupational tasks and roles.
Communication Skills
Returning to the main pattern found in executive 
directors' descriptions, it is apparent that they view 
interacting and communicating with people as the most 
important part of their work. The analysis of interview 
data reveals that this general ability to interact well 
with people has two basic components: the ability to
transmit information and the ability to receive and use 
information.
Several skills and attributes that executive direc­
tors identify as necessary to their work are related to 
the reception and use of information, the most obvious 
being the ability to listen. Several directors noted it 
is important to listen carefully to council and staff 
members, state administrators, representatives of busi­
ness, industry and labor and other educators. According 
to one director, a good listener can be an effective 
"synthesizer" of information. In the words of another 
director, "a good listener can draw out the best from 
people." An enlightening statement was made by one 
director in saying, "this listening is more than just 
hearing."
A majority of executive directors also indicate it is 
important to be able to transmit information. They 
consistently reported that executive directors must have 
well developed skills in the use of both the spoken and 
written word. Adequate writing and public speaking skills 
were often mentioned as essential to the work of executive 
director. A related dimension in this communication 
process is that of credibility. The directors frequently 
mentioned that people must believe them and value their 
opinions in order to be effective communicators of 
information.
Human Relations Skills
An important set of interpersonal and human relations 
skills can be seen as essential in the work of executive
director. The term "people person" was frequently 
mentioned by the directors as a desirable quality. This 
person should be "people-oriented in all respects." The 
words "tactful," "flexible," "patient" and "diplomatic" 
were terms used to describe the director. A "facilitator 
who can work with different personalities and diverse 
groups" was the way another director put it. "Networking 
and "delegating" skills were also mentioned. The person 
should have "social and political finesse" according to 
another participant. "They are honest and straight­
forward in their dealings with others" according to an 
additional interview director. The ability to motivate 
others was also identified as a needed interpersonal 
skill. A related term used was "dynamic." "They are 
leaders of people" was the way one director summarized 
these necessary attributes.
Knowledge
It is not surprising that executive directors also 
see the possession of job knowledge as important to their 
work. One director said that "a good knowledge of educa­
tion in general and a great knowledge of vocational 
education" is very necessary for his work. Knowledge of 
vocational education research was cited by a majority of 
the interview directors as essential. A working knowledg 
of vocational education and of conducting independent 
research is seen as important. One must also know the 
various federal laws and regulations which govern
vocational education in order to lead the council. The 
principles of educational administration and theory are 
also seen as needed areas of job knowledge. One director 
said that this person needs to be "a knowledgeable and 
factual person who presents the facts."
Knowledge regarding the political, bureaucratic 
environment within which executive directors work is also 
seen as needed. One needs to know "the organizational and 
government structure" in order to be effective. As one 
director put it, "These persons need to be multi­
dimensional because of the system ... they need the abil­
ity to work with the formal and informal parts of the 
system." "A good understanding of state government and 
its relationship to vocational education" were the words 
of an additional executive director in discussing this 
need for knowledge.
Personal knowledge regarding the individuals and 
various organizations with which executive directors work 
is an additional area of needed knowledge. According to 
the directors, one needs a keen understanding of the 
business, industry and labor communities with which he has 
frequent dealings.
Visionary Skills.
In order to be an effective change agent, an overall 
vision or picture is needed according to the executive 
directors. One interviewee said that a successful direc­
tor "is creative and looking for a challenge ... a
thinker." "The person must have a 'big' picture" 
according to another director's thoughts. An executive 
director "must be a motivated self-starter with a vision" 
according to an additional interview director. "They must 
see relationship between issues" in the eyes of another 
director. "The ability to find out what is important is 
an essential attribute, then, according to the executive 
directors.
Administrative ability.
The executive directors also state that adminis­
trative and management skills are needed for their work. 
Office management, personnel management, and delegating 
skills are viewed as important to an efficient operation. 
According to their accounts, directors should be "good 
organizers." Knowledge of budgeting and accounting prac­
tices is also seen as needed. "Attention to detail" is 
important in the eyes of an additional director. The 
"capacity to manage" is an essential element to the work 
of executive director as expressed by a participating 
director.
f
Summary
The analysis of executive directors' descriptions of 
their occupation's requisite skills, knowledge and per­
sonal attributes results in the identification of five 
general categories: communications skills, human re­
lations skills, job knowledge, visionary skills, and 
administrative ability. Executive directors place
particular emphasis on communications skills. Members of 
the occupation should be able to receive information 
effectively in order to interpret it for maximum 
usefulness. It is also important to be able to adequately 
transmit information to others, both in written and verbal 
form. Strong human relations and interpersonal skills are 
essential to the work of the executive director due to the 
environment within which he works. Knowledge of voca­
tional education, the political system, and individuals in 
the work setting is essential for the.work of the execu­
tive director to be productive. The executive director 
must also be a "visionary" with an overall point of view 
in order to function as a change agent. Lastly, an execu­
tive director needs to possess certain administrative or 
management abilities in order to efficiently direct the 
operations of the council.
Occupational Assessment 
A description of how executive directors measure 
their own performance as well as how they measure the 
operation of their own state council provides further 
insight into the sentiments of executive directors. 
Overcoming Bureaucracy
A major determinant of executive director accom­
plishment or non-accomplishment can be viewed in terms of 
how the directors overcome state bureaucrats and the 
overall bureaucracy to accomplish their goals. Directors 
talk openly and emphatically of the major roadblocks to
success as being the bureaucracy. The state level bureau­
cracy is strongly painted as the villain to getting things 
done and making enhancements. Directors candidly talked 
of the "hidden resistance of the bureaucracy" and how "the 
bureaucracy at the state level is very closed and non- 
collaborative." Obtaining information from the bureau­
cracy is a measure of success as executive directors use 
data gathering, reports, and recommendations as vehicles 
to obtain attentioft for certain vocational education 
subject areas. Executive directors talk of "bureaucracy 
is the problem— hard to get information and information is 
not always available." Bureaucrats are seen as "engaging 
in a watering down process." Therefore, access to the 
bureaucracy and valuable information may be the real 
difference in a director's work and eventual success or 
failure.
Other dimensions of the bureaucratic difficulty lie 
in other state level areas such as the Governor's Office 
where there may be uninformed staff members who do not 
possess knowledge of the vocational education issues at 
hand or may not have a sensitivity of the educational 
problem and needs. Also, within the state bureaucracy, 
especially in the state education structure, directors 
talk about "archaic administrative heads who have been in 
their positions for many years and have built walls to 
secure their personal empires, with educational turfman- 
ship at all levels." The bottom line as discussed by one
director in particular, was that "Progress is slow in 
coming in the state bureaucracy." Thus, one could say, 
that a major assessment of the executive director is 
related to how they cope with bureaucracy in order to 
eventually accomplish what is meaningful and important. 
Reputation
Another measure of assessment for executive directors 
is their personal reputation and the reputation of the 
position itself in terms of importance to the state.
The personal reputation of the executive director 
should be someone who is considered an "honest broker" and 
who is sincerely perceived as being dedicated and having 
credibility . Directors describe the ideal reputation as 
"known for wanting what is best for Vocational Education 
and the State," as a "sincere person who has the best 
interest of Vocational Education at heart." The 
reputation also includes being seen as a "doer" and 
"impact makers who change the status quo of Vocational 
Education." They are perceived as "making contributions 
to the mission," "action-oriented," and "a change agent 
who had policy impact." The positive reputation that 
directors seek and should have is summed up by the comment 
of one director who said, "I want to be known as a no 
surprises kind of guy who has an up-front frankness."
In regard to the reputation of the position itself, 
the executive directors view the position as important to 
the state. The position is seen as "important as a change
agent" and a "possible chance to influence policy makers." 
The directors definitely perceive the executive director 
position as having "policy impact with the Council rec­
ommendations —  these recommendations are important to the 
State." In terms of assessment, then, the position 
"should be perceived by the State as an important position 
and having an impact." The directors themselves see the 
position as it "helps to focus on change and reform."
The position is also seen as important in terms of 
"networking" and bringing together many varied resources. 
The position is seen as "creating partnerships with voca­
tional education and the private sector" and "providing a 
liaison with business, industry, and labor." Directors 
view the position as "providing an accountability factor" 
and as valuable as "providing a balance in the state by 
being a watchdog and providing oversight." In terms of 
assessment, then, the position is deemed very important to 
the state and should be perceived in that manner by 
others.
Council and Peer Feedback
Another assessment factor for executive directors is 
council and peer feedback. Executive directors work 
closely with their council members, particularly their 
Chairman, and also enjoy a close relationship with many of 
the other executive directors.
The interviewees talk about "acceptance of projects" 
and when the council "accepts a plan of action." Since
the executive director is the catalyst for council activ­
ities and what is focused upon, it is important that his 
work be agreed upon by the council and then officially 
forwarded as the council's work with its official stamp of 
approval.
Executive directors talk of having a very close 
positive working relationship with their chairman. They 
talk in terms of being respected and having access. One 
of the most important things that they mention is being 
treated as a "professional" by their chairman. The 
executive director has to answer to the entire council for 
his professional performance but the chairman is the main 
person with whom he must communicate on a continual basis.
The directors would be comfortable in allowing peer 
counterparts to assess their work performance. Because so 
many of the directors have professional ongoing communica­
tion with one another, they feel a bond and closeness 
towards their peers. They feel a common mission and 
dedication to the work and have a sensitivity towards 
their role greater than most. They also feel comfortable 
with the council itself conducting assessment, 
particularly the chairman and council executive committee. 
All in all, Council and peer feedback is important to 
executive directors in their assessment process.
Summary
Assessment for executive directors can be viewed in 
terms of overcoming the bureaucracy, reputation, and
council and peer feedback. All three form a composite for 
assessment in regard to executive directors.
The state bureaucracy, whether education or other 
levels, is a major obstacle in the work of executive 
directors. Executive directors must wade through the 
morass of offices and personnel to obtain very needed data 
and information. Obtaining appropriate data and the time 
factors involved can mean the difference between success 
or failure in a research project. Since reports and their 
associated recommendations are a major vehicle for atten­
tion and impact, it is imperative that executive directors 
have access to the bureaucracy in order to accomplish 
their work. Being diplomatic and coping with a slow and 
"watered down" process take a great amount of patience and 
maneuvering on the part of the executive director. Thus, 
a large measure of success may be dependent upon 
overcoming the bureaucratic maze.
Personal reputation and the reputation of the posi­
tion itself are additional measures of assessment. An 
executive director should be an "honest broker" who is 
perceived as being genuinely concerned and interested in 
the improvement and enhancement of vocational education. 
The person should be someone who makes a contribution and 
difference in the vocational education system. The occa­
sional difference may be one of policy impact.
The position itself should be felt as important to 
the state. It should be regarded as helping to change and
reform. An additional value of the position is the poten­
tial for bringing together many diverse groups such as 
business, industry, and labor for common goals and pur­
poses. This networking and communication bridge is a very 
desired element of the position.
Finally, council and peer feedback are component 
parts of assessment. The Council acceptance of the "plan 
of work" is a valid indication of their faith and con­
fidence in the executive director. The plan of work may 
be a research report that contains pertinent recommenda­
tions which are officially sent by the entire council to 
other groups, such as the State Board or the Governor.
Willingness for peers to be possibly involved in 
assessment speaks well for the professional relationship 
among counterparts. There is a common bond towards dedi­
cation and commitment to their work.
Occupational Satisfaction
Work satisfaction is very high among executive 
directors. A great majority answer in the affirmative 
when asked whether they would make the same career choice 
again. The majority of the interviewees did not express 
strong aspirations for other positions. Those that did 
indicate interest in another position mainly chose a 
related position, the State Director of Vocational 
Education.
The greatest satisfaction related to the position 
deals with "working with people." This was the strongest
pattern expressed by the executive directors. Directors 
talked about "working with the finest people in the State" 
and "working with others to reach a goal." "Working with 
council members" and interaction with other professionals 
in vocational education and the Governor and the legisla­
ture were common statements. "Getting business represen­
tatives and educators together," "initiating cooperative 
activities between agencies" and "meeting with government 
and education leaders" were also apparent satisfying 
elements of the position.
In terms of being meaningful, another pattern is 
impact potential. Executive directors enjoy "working with 
a lay group and having a positive impact on State policy 
decisions that improve Vocational Education." Directors 
talk of "seeing vocational education in my state move 
forward" and "playing a role in influencing change." The 
directors feel a "sense of accomplishment in a very 
critical and important field of education." They also 
have a feeling for "the independence to do a job for those 
who really need effective vocational job training." 
Directors also enjoy the "opportunity to use analytical 
and creative skills in working outside the education 
bureaucracy." They like having a "state perspective and 
ability to provide leadership and direction."
One director may have stated it best when he alluded 
to "being on the leading edge of program improvement 
activities." Another pertinent comment was "having the
flexibility and mandate to review issues of importance." 
All in all, the potential for impact is also part of 
satisfaction and what is meaningful to executive direc­
tors. A summarizing statement was, "possessing the 
opportunity to help shape the future of Vocational 
Education in a meaningful way."
Summary
Executive directors experience satisfaction in their 
work through working with people and helping to make a 
difference. Having the opportunity to work with a broad 
base of people and groups is very appealing to directors. 
The aspect of working with the private sector is satisfy­
ing and provides important contact opportunities. Bring­
ing diverse people and groups together towards a final 
consensus on certain issues and projects is part of that 
work satisfaction. Being able to make a difference and 
achieve impact is very meaningful to executive directors. 
It is especially meaningful when one overcomes the 
bureaucracy to provide improvement and enhancement.
CHAPTER V
SUMMARY, CONCLUSION, AND RECOMMENDATIONS
Summary of the Study 
A description of the occupational ethos of executive 
directors is the focus of this study. The description 
provided is based upon the review of the two primary 
dimensions of the executive director: orientations cre­
ated by occupational structures and sentiments attached by 
executive directors to their work. The executive 
directorship is perpetuated as an occupation by the 
processes of recruiting, socializing and rewarding of its 
members. These areas of study combine with personal 
meanings and sentiments to form the ethos of the executive 
director. The data derived from personal interviews with 
15 directors and surveys returned from 47 directors are 
summarized below.
Occupational Recruitment 
Certain attractors regarding benefits of the job have 
a bearing upon the recruitment of the occupation's 
members. The opportunity to be of service for the welfare 
of others and to have a positive impact upon vocational 
education are seen as the determining factors in becoming 
an executive director. An additional factor appealing to 
executive directors is the leadership role afforded by the 
position. The opportunity for interaction with other
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individuals and groups is also seen as a positive char­
acteristic of the position. Monetary considerations are 
clearly not an influencing factor in the recruitment of 
executive directors, as salary is viewed as only a 
secondary factor by the participants.
Entry into the occupational position of executive 
director is facilitated by several factors. Executive 
directors are not generally recruited from the population 
at large, but rather from the ranks of educators, specifi 
cally vocational educators. Persons with state-level, 
administrative education experience are especially likely 
to be recruited into the position. A second finding is 
that executive directors generally do not aspire to the 
position nor plan for it but rather respond to the oppor­
tunity after other work experiences. An additional find­
ing is that' access to the job is largely a chance 
situation. Executive directors are also often selected 
based upon certain subjective criteria, i.e., human 
relations attributes or skills. A final finding is that, 
in general, executive directors are assisted by other
r
executive directors, council members or other 
administrators in obtaining their positions.
Efficacy
Executive directors are clearly efficacy-oriented. 
Executive directors frequently talk of "expanding and 
improving vocational education .... a chance to make 
positive change." The "impact opportunity" characterizes
the challenge of the position. The subjects studied in 
this research overwhelmingly see their work as a chance to 
improve education in their respective states.
Pluralism
Executive directors often talk of "working with 
different groups" and "the opportunity to work with the 
private sector." The interest of executive directors to 
interact with others and individuals with diverse 
affiliations permeates the occupation. This pluralist 
environment is an inducement in the overall recruitment 
structure.
Occupational Socialization
The analysis of this structure follows the observa­
tion that occupational socialization takes place in two 
realms —  formal training programs and on-the-job exper­
ience. Formal training of executive directors occurs in 
graduate-level course work at the college or university 
level. Directors clearly do value this experience in 
preparing them for their occupation, especially in the 
acquisition of writing and research skills. An important 
facet of on-the-job experience is the interaction execu­
tive directors have with one another. Members of the 
occupation are willing to share their expertise with their 
peers, a fact which creates a network for exchange. On- 
the-job experience is viewed as a significant aspect of 
training for the occupation. Many directors are of the 
opinion that the uniqueness of state councils and their
particular laws can only be learned while they are on the 
job. Executive directors also attach great significance 
to their prior work experiences in relating to their 
current work. The leadership and communication skills 
needed for the position are generally seen as acquired 
through these previous job experiences. Personal contacts 
made during prior employment are often found to be helpful 
after becoming an executive director.
Efficacy
Executive directors clearly claimed their formal 
educational training to be of value in helping them 
acquire needed attributes. One director talked in terms 
of his graduate school training as a "union card" that 
provides access to leaders. This access would certainly 
assist someone in his efforts to be effective and 
accomplish something. Another director talked in terms of 
"credibility" via the graduate school process which also 
lends itself to the possibility of efficacy.
On-the-job experience helps provide for possible 
efficacy by allowing one to learn the federal and state 
laws, rules and regulations. Fully understanding the 
educational laws and having discussions with state persons 
as well as peers in other states help provide for possible 
success in future meetings, research reports, and 
recommendations. Working with persons having diverse 
backgrounds such as business, industry, labor, and the 
general public, which are all represented on state
councils, provides a person with a good sounding board for 
future issues and work. The council diversity helps to 
provide a big picture and allows one to fine tune his 
personal skills in trying to accomplish a plan of action.
Previous work experiences often provide understanding 
and knowledge of how the educational system actually 
works. Many executive directors held prior state level 
positions such as at the State Department of Education 
which helped provide insight into state level educational 
and governmental bureaucracy. Overcoming the bureaucracy 
is one of the roads to travel towards efficacy.
Directors also talked of previous work experience as 
helping to develop their leadership skills. Their past 
experiences helped them also to make key contacts which 
proved valuable in their executive director position as 
they drew upon many resources to get things accomplished.
Being able to develop close and continuing relation­
ships with their peer counterparts in other states is very 
helpful to executive directors. The "networking" helps 
prevent "recreating the wheel" and lessens possible wasted 
time and effort. The availability of advice from peers 
often means the difference between success and failure 
with projects and strategies for acceptance of council 
initiatives and recommendations. Peers are also very 
adept at suggesting new ideas that might be effective. 
Finally, the national organization for executive directors 
is a valuable resource for staying abreast of current
issues and topics. The meetings of the national organi­
zation often provide material and consultative assistance 
for work and projects within each respective state. 
Pluralism
Networking made possible in graduate school through 
valuable contacts helps provide later personal resources 
to assist in the pluralist process. Executive directors 
viewed their formal training socialization process as 
providing beneficial access to different occupation 
education areas. The "union card" of formal educational 
training proves helpful at a later point in gaining access 
to other educational leaders, some of whom would be in the 
state level education structure and bureaucracy.
As graduate school is a myriad of different specialty 
areas such as research, administration, counseling, and 
other, it is comparative to the pluralist state council 
process which has so many different groups and elements 
with which to contend.
Pluralism is also related to the on-the-job training 
for executive directors. The Council itself is a 
pluralist microcosm of business, industry, labor, educa­
tion, the general public, and others. The state and 
federal bureaucracy is very much a part of the pluralist 
process. A new executive director must learn quickly how 
to operate in such a competitive environment. The 
pluralist process and the on-the-job dimension require a 
global effort or definitely "looking at the big picture,"
which incorporates many different public and private 
sector levels and personnel.
Finally, to become an executive director, one must 
have obtained sound communication and interpersonal skills 
through previous work experiences. This involves work 
experiences dealing usually with prior administrative 
background and working with a great number of people and 
groups. Often, these prior experiences involved working 
with the private sector, which in vocational education, is 
heavily involved in the pluralist process via business, 
industry, and labor.
Occupational Rewards
The final structure examined concerns both monetary 
and non-monetary rewards ascribed to the position. As 
salary is not an attracting influence in the recruitment 
of directors, it is also not an important element of job 
reward. The aspect of monetary rewards does not appear to 
be a significant factor to executive directors. When 
describing rewards associated with their work, executive 
directors frequently mention such factors as the ability 
to make a difference, the opportunity for interaction with 
other individuals, groups and organizations and the 
potential for leadership afforded by the position.
Efficacy
It is obvious that having an impact and making a 
difference are more important than monetary considera­
tions. We find that the appeal of "professional growth"
is also more important in terms of the position than 
salary. The interview and survey population were parallel 
in their non-concern for salary in terms of job reward.
Directors talk of the opportunity and potential for 
leadership that is inherent with the position. Interest 
seems to be around aspects such as "the ability to make 
recommendations and have them acted upon" and "seeing the
tangible results of training." Directors are very
interested in "end results" and wanting to help improve 
the vocational education system. The theme of efficacy 
could be summarized in the words of one director, "Once in 
a while you hit it big and do something that actually 
makes a difference."
Pluralism
The opportunity for interaction with others is part 
of the pluralist process. In the pluralist process are 
found not only state-level policy makers and bureaucrats 
but also the key business, industry, and labor leaders 
within the state. Also, there exists interaction outside 
the state with peer and national leaders, a process felt
to be enjoyable and personally rewarding.
Directors talk of helping shape issues to be ad­
dressed. One works in a pluralist process and system to 
accomplish this outcome. It is challenging and creative 
to steer key reports and recommendations through the 
council review process with its pluralist membership 
background and then to the state-level pluralist
environment with policy makers, state level bureaucrats, 
lobbyists, legislators, and Governor. To see an "end 
result" from this diplomatic steering of council input is 
challenging and rewarding. Directors also talk of 
"working with volunteers" and meeting a variety of indi­
viduals. All of these individuals, especially those at 
the local advisory council level, are part of the 
pluralist process. These volunteers and individuals may 
be consulted and used in the pluralist process as resource 
persons to help make an additional difference and impact. 
One might say that the pluralist process is a natural ally 
of the executive director as he must marshall all his 
resources, in that he is not in a direct state-level 
administrative or policy-making role. Directors talked of 
their role as a "people business" and "being in a position 
to bring ideas, services, and people together to work on 
common objectives." Pluralism once again is a theme in 
the different structures of the orientations of executive 
directors.
Occupational Sentiments 
To study the meanings and sentiments executive 
directors hold toward their work, data analysis focuses on 
four aspects of the work: tasks and roles associated with
the occupation; occupational skills, knowledge and attri­
butes; occupational assessment; and occupational 
satisfaction.
The analysis of executive directors' descriptions of 
the day-to-day tasks they perforin results in the identi­
fication of three major patterns. Executive directors 
communicate internally with council staff and members and 
externally with a variety of individuals and groups. This 
communication process is seen as the major thrust of the 
work of the executive director. Another set of tasks 
involves administration of basic council operations and 
activities. Other activities of executive directors are 
aimed toward the acquisition of new information and knowl­
edge to be used to further council efforts. The subse­
quent analysis of executive directors' descriptions of 
their responsibilities identifies four general occupa­
tional roles: those of change agent, facilitator,
director, and monitor.
The analysis of executive directors' descriptions of 
their occupation's requisite skills, knowledge and 
personal attributes results in the identification of five 
general categories: communications skills, human re­
lations skills, job knowledge, visionary skills and 
administrative ability.
A description of how executive directors assess their 
own performance as well as how they measure council 
operations provides further insight into the sentiments of 
directors. A major determinant of accomplishment or 
non-accomplishment can be viewed in terms of a director's 
ability to overcome the bureaucracy to accomplish his/her
council's goals. Another measure of assessment for execu­
tive directors is personal reputation as well as the 
perceived regard of the position itself. Finally, council 
member and peer feedback are component parts of job 
assessment.
Work satisfaction is very high among executive 
directors. A great majority state they would make the 
same career choice again. The greatest satisfaction 
related to the position deals with interaction with 
people. Being able to make a difference and having a 
positive impact upon vocational education are also 
meaningful aspects of the work.
Efficacy
The efficacy theme is found in the occupational tasks 
of the executive director. The communication task of the 
executive director is paramount to his possible eventual 
success. He spends a great deal of time communicating 
externally with state education leaders, state 
administrators, private sector representatives, college 
and university personnel, association members and fellow 
executive directors. His possible overall success as a 
director may depend upon his communication skills rather 
than just a knowledge of vocational education. In 
addition, his internal communication with council staff 
and members is critical to effective meetings and public 
hearings held by the council. An ongoing interchange is 
important to allow the council to feel that the work and
activities are their consensus products. Constant 
communication helps to provide for efficacy.
Executive directors talked openly of "communication 
strategies" when attempting to get a new program or 
activity operating. In initiating action, directors said 
they use documented data containing recommendations which 
have been sent to Council members and forwarded for pos­
sible impact to such groups as the State Board of 
Education and the State Department of Education. When 
executive directors were asked how they would spend the 
extra time in a week, most said, "keeping in touch," 
"visiting schools," and "having group discussions."
Administrative and knowledge-acquiring tasks relate 
to the theme of efficacy for the executive director. The 
executive director must have a "plan of action" and 
reading and information gathering help provide a base to 
decide upon a plan of action.
The occupational roles of the executive director, 
change agent, facilitator, director and monitor, are all 
efficacy oriented. Executive directors lead the work of 
their council so as to effect change and "make a 
difference." "Influencing the future" is the way one 
director expressed it. Helping needed change to take 
place is therefore seen as a crucial role in the 
occupation of the executive director. Being a facilitator 
among many diverse groups may allow the executive director 
to create "ownership" among the many different groups.
Being a part of meetings with various groups may allow for 
good exchanges and linkages. Serving as a monitor 
provides for oversight to make sure that federal and state 
laws, rules, and regulations are carried out. When 
research reports and recommendations are accepted by 
state-level groups, the executive director may truly play 
a key role of efficacy by being the "watchdog" and seeing 
that things are implemented and carried forward.
One of the major indicators of the efficacy theme in 
the sentiments of executive directors is found in a major 
determinant of their success— overcoming state bureaucrats 
and the bureaucracy. Directors talk openly and 
emphatically of the major roadblock to success as being 
the bureaucracy. The state-level bureaucracy is strongly 
painted as the villain to getting things done and making 
needed enhancements.
Pluralism
The theme of pluralism is easily seen in the 
sentiments that executive directors express toward their 
work. In their task of communication, executive directors
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communicate externally with state education leaders, state 
administrators, private sector representatives, college 
and university personnel, association members and fellow 
executive directors. The communication task alone is very 
indicative of the pluralist process and the diversity that 
is involved. The many research reports and public
hearings that are conducted involve many different groups 
and people.
The aspect of "networking" and building linkages was 
frequently discussed by executive directors. In 
particular, networking was the term frequently used to 
describe the relationship of council directors with the 
private sector. Some executive directors spoke in 
particular of their communication with college and 
university educators as toward, "trying to involve them in 
the overall vocational education process."
The pluralist process includes the bureaucracy which 
at times seems to be "closed" and non-collaborative. The 
executive director must build linkages and bridges to 
overcome roadblocks, particularly bridges to business, 
industry, and labor.
Conclusion
There are two major themes that emerge from the work 
world of the executive director. Those two major themes 
are efficacy and pluralism. These two themes which 
portray the work of executive directors as obtaining goals 
and results in an open ended system, have been items of 
study and research by democratic theorists since the 
American Revolution. From DeToqueville to the present, 
many scholars have looked at the special qualities of 
American democracy. One of the most prominent of these 
scholars who has helped develop the idea of pluralist 
democracy is Robert Dahl.
In his work, A Preface to Democratic Theory (1956), 
Dahl makes the effort to delineate the causal basis of the 
democratic process. Dahl discusses the Madisonian and 
Populist concepts of the democratic process. He rejects 
both, the Madisonian relying on constitutional checks and 
balances, and the Populist/Jacksonian, as relying on the 
popular vote of the people, as being sufficient to 
completely guarantee non-tyranny. Instead, Dahl posits 
the idea of polyarchy, a democratic system whereby a great 
number of diversified interest groups are constantly 
competing and creating a situation described by Dahl as 
"minorities rule." Since there are so many constantly 
competing interest groups, it is often necessary to build 
coalitions in order to arrive at consensus. This 
consensus may be necessary for any possible policy or 
vote. The coalitions are ever changing and very fluid in 
such a diversified and competitive environment. The 
forging of coalitions will be dependent upon particular 
issues. As issues change, so will the coalition change, 
and this constant change helps to reduce the potential for 
tyranny. The fluid nature of the competitive environment 
helps to prevent the dominance of certain coalitions.
The research data on executive directors provides 
supporting material as to Dahl's theory of polyarchy in 
educational policy making. The aspects of "minorities 
rule" and coalition building is seen in how executive
directors describe the process of "making an impact" and 
being effective. For executive directors, the aspect of 
bringing groups together for common purposes, or mutually 
beneficial purposes, is an ever continuing process that 
often deals with such "minorities" as the handicapped, 
disadvantaged, displaced homemakers, and others. There­
fore the data presented in this research effort helped to 
support Dahl's theory of polyarchy as a useful framework 
in the analysis of education policy making.
Recommendations 
It has been posited that the grounded theory basis in 
regard to the occupational ethos of executive directors is 
supportive of Dahl's theory of polyarchy in terms of being 
a useful mechanism in the review of educational policy 
making. The following recommendations are provided in the 
notion that further research will illuminate the themes of 
efficacy and pluralism in educational policy making.
Further research on the nature of efficacy and
pluralism is required to clarify what executive directors
can accomplish and do accomplish as participants in the 
policy making process;
Further research can illuminate the identity, nature, 
and purpose of the vast number of political minorities 
engaged in the education policy process;
Further research is needed to better understand how
executive directors forge coalitions among political
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interests, detailing strategies and activities in the 
process;
Further research is needed to determine the 
perceptions of others concerning the role and function of 
the executive director of vocational education councils in 
the process of education policy making.
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INTERVIEW GUIDE
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INTERVIEW GUIDE 
When did you first begin to seriously consider 
becoming an executive director? Why?
What was it about being an executive director that 
attracted you?
a. What previous expectations did you have before
becoming an executive director?
b. Was there an important event or person who 
assisted you in your becoming an executive 
director?
What does it entail to be able to work as an execu­
tive director?
a. Personal attributes.
b. Skills.
c. Knowledge.
d. Other.
How did you acguire these attributes, skills, and 
knowledge you just identified?
Subject areas of consideration:
a . Formal university training programs.
b . Experience in other educational positions.
c . Experience in jobs outside of schools.
d. Experience on the job as executive director.
What is rewarding about the work of executive direc­
tor? Which aspects are most important?
What is least rewarding about the work of executive 
director?
If you were offered other job offers, what con­
siderations would you make in deciding which, if any, 
of the offers you would accept?
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8. The work of what other occupation is most similar to 
that of the executive director?
9. As compared to another occupation, what do you feel 
that you lose as being an executive director?
10. Do you know an executive director whom you consider 
to be rather successful? Describe this person.
11. Please describe what your job involves.
a. Chief responsibilities? Most crucial?
b. Time spent on an average day?
c. Time spent on an average week?
Time spent at home?
d. How would you equate this with other executive
directors?
e. If you had the extra hours a week, how would you
use the time?
12. Whom do you spend time with while on the job? What 
types of activities are you involved in with each of 
these individuals or groups?
13. In regard to difficult decisions, whom might you 
consult for advice?
14. What strategies do you use when attempting to get a 
new program or activity operating?
15. What specific event or type of event has been most 
satisfying to you as executive director?
16. Please describe a really positive, good day for you.
17. Please describe a really negative, poor day for you.
18. If possible what difference in your job would you
make to create a more satisfying situation?
19. How do you really know if you are successful as an 
executive director?
20. Whom would you ask to assist you in assessing your 
own work?
21. Are there major roadblocks to success? Please
describe.
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22. To whom do you have to answer for your professional 
performance?
23. What kind of reputation would you like to have?
24. What current aspirations do you possess?
25. What importance to the State is the executive 
director?
26. How do you view your relationship with:
a) your Council Chairman;
b) State Director of Vocational Education;
c) State Board of Education Members?
APPENDIX B 
SURVEY
130
ETHOS STUDY OF STATE COUNCIL EXECUTIVE DIRECTORS"
Age_________  Sex_______ Race_____________
2. What age were you upon acquiring your first
position in education? age in years _____
3. Do you have prior experience as a school
teacher? Yes _______ No _______
4. What types of educational positions have you 
held other than school teacher? Check where 
appropriate:
1. Guidance Counselor___________ _______
2. Elementary School Principal _______
3. High School Principal_______________
4. Jr. College Administrator ______ _
5. University Administrator _______
6. Other ________________________________
5. What age were you upon obtaining your first
educational administrative position?
age in years _______
6. Indicate the position held immediately prior to 
your present appointment as executive director.
132
7. What age were you upon your appointment to
executive director position?
age in years _______
8. How many years have you been an executive
director? years _______
9. Was there an important or special person who
helped you to obtain your present position?
Yes________ No____________
Their position at the time_______________________
Their position at present________________________
10. In your opinion, what is the best source for
recruitment of future executive directors.
Source
11. If possible, briefly state what is indicative of 
the recruitment process of executive 
director
12. Did other executive directors play a role in 
helping you to learn the position? Yes_ 
No
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13. Aside from national and regional meetings, do
you have ongoing interaction with other 
executive directors? Yes_____  No________
14. During an average week what percentage of time 
do you spend with the following groups:
A. State level bureaucrats/administrators
%___________
B. Local level educators (teachers, principals, 
vocational school directors, etc.)
%___________
C. Council staff %__________
\
15. What is your highest educational degree?
Level_________________
16. How many university semesters on a full-time- 
graduate-study-in-residence basis do you 
possess?
number
17. What major field of graduate study did you 
pursue, if any?_________________________
134
18. In my opinion, Graduate School was of great
value in preparing me for my present position.
Strongly agree _______ _____  ______ _____
Agree _______ _____  _____  _____
Disagree___________ _______ _____  ______ _____
Strongly Disagree _______ _____  ______ _____
Why? _______________________________________________________
19. In my opinion, prior work experiences were of 
great value in preparing me for my present 
position.
Strongly agree _______ _____  ______ ______
Agree _______ _____  ______ _____
Disagree _______________________ _____
Strongly Disagree _______ _____  ______ _____
Why?
t
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20. In my opinion, on the job training was of 
great value in preparing me for my present 
position.
Strongly agree _______ _____  _____  _____
Agree _______ _____  _____  _____
Disagree___________ _______ _____  _____  _____
Strongly Disagree _______ _____  _____  _____
Why? ___________________________________________________
21. In my opinion, interaction with other executive 
directors was of great value in preparing me for 
my present position.
Strongly agree _______ _____  _____  _____
Agree _______ _____  _____  _____
Disagree _______ _____  _____  _____
Strongly Disagree _______ _____  _____  _____
Why? __________________________________________________________
In questions number 18-21 you were asked to 
express your opinions related to grad school, 
prior work experiences, on the job training, and 
interaction with other executive directors. In 
terms of the experiences that you rated most 
positively, briefly describe their influence in 
terms of your present role.
In terms of the experiences that you least 
rated, briefly describe their influence in terms 
of your present role.
Briefly describe your opinions about the 
professional development activities that NASCOVE 
is providing for new council executive 
directors.
What was your original starting salary and 
current salary?
Original Current
Range: 1- 15,000 1- 15,000
15,001- 25,000 15,001- 25,000
25,001- 35,000 25,001- 35,000
35,001- 50,000 35,001- 50,000
More Than 50,000 More Than 50,000
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26. What is the amount of your operating budget? 
Amount ________________
27. How many staff members do you have?
N umb er__________________
28. Would you make the same career choice again?
Yes________  No________
29. If you were interested in another position, what 
would it be?_____________________________________
30. List in order the 5 activities you most enjoy 
doing as part of your job.
(1) 
(2 )
(3)
(4)
(5)
31. List in order the 5 activities you least enjoy 
doing as part of your job.
(1) 
(2)
(3)
(4)
(5)
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32. If posible, briefly state what is meaningful to 
you about the rewards of being an executive 
director
33. What is the average number of work hours per 
week? Average number_______
34. List the most important skills needed to perform 
your job successfully.
1 . _______________________________
2 . _________________________________
3. _________________________________
4. _________________________________
5.
I
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BACKGROUND OF THE RESEARCHER 
In 1973, the researcher became employed by the 
Louisiana State Council on Vocational Education. Prior to 
joining the State Council, the researcher was employed by 
Tulane University in University and Alumni Relations. 
After the first year with the State Council as Assistant 
Director, the researcher assumed the position of Executive 
Director of the State Council. The researcher has held 
the position of Executive Director to the present.
From 1973 to the present, the researcher has been 
involved with many seminars, conferences, public hearings, 
and council meetings pertaining to vocational eduation.
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